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I. SUMMARY 


1. The Office of Computer Services, DD/S8ff, is responsible for 


satisfying those automatic data processing (ADF) requirements that 
are handled centrally. It has a a authorised strength of | j staff 


employees, spends about 


i year, and has about one-third 


of the Agency's AH* resources. 


2. OCS ©insists of a Director's office, three staffs and four 
divisions. The staffs develop aev computer technique#, conduct AEP 
training and handle general administration. Three divisions — Manage- 
went Support, Intelligence Support, and Scientific Applications— assist 
in the design of ADP systems and develop computer programs. The fourth, 
the Operations Division, runs the computers and handles production 
requirements. The managers of the Office, staffs and divisions are 
energetic and talented j their work force is highly skilled. 

3* Although computer specialists are in great demand, the 
turnover rate in OCS is not unusually high, for example, in a recent 
six-month period, only four left to accept deployment elsewhere. Most 
of the Office professionals plan or want to make a career in the Agency 
and believe that their talents and skills were being used effectively. 

As in other organisations, however, the young professionals want to 
be given challenging assignments and promotion opportunities as they 
nature. They also express the need for better communications up and 
down and question some OCS management practices. 
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b. The development of AW experts within the Agency through 
training, advancement and rotation is presently the responsibility 
of several different components using computers. An AW career 
service has been suggested as a means of providing efficient cen- 
tralised personnel management and melting maximum use of such talents. 
While much can be said in favor of such a service, we do not believe 
that this is the time for this move, largely because we found it 
difficult to separate technical ABF responsibilities from substan- 
tive responsibilities of the systems analysts and some programmers • 

We recommend that the Information Processing Board (l?£) do what it 
can to facilitate the career development of ABF people. 

5* Rotation of OCS computer specialists into substantive 
components and the assignment of substantive experts to OCS can 
do much to close the communications gap and assure more efficient 
use of ABF in the future. Some of this has been done and with good 
results. Improvements in the quality and range of OCS services to 
customers can also be brought about by a number of managerial steps. 
Specifically, there is a need for better written standards and pro- 
cedures; for Improvement in staff work; for better ABF documentation; 
and for a tightening up of supervisory practices and housekeeping 
routines. While OCS has done well in keeping up with demands for its 
services in a period of rapid ABF growth, it is now time to improve 
the organisation and management of its basic resources. 

— 2 — 

SECRET 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 



!5X1 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 

5 8 C 8 E T 

6. The Scientific Applications Division of OCS is engaged ia 
an 1»fare«sive array of programs and pro>cts iu support of a diverse 
list of cub towers (031, C m, 0EL, fMOAC, OC, QSP, GER, Of-13, TSS, 
etc.}. Its wo rk 1 b satisfactory, tut the division needs better 
records on the availability of software system. She division*, 
bull pen-type work ares takes concentration for its highly qualified 
mtheaatieians and scientist practically trapes a. ibis; a condition 
they f0el Xowsr * ttel* efficiency to perhaps 35 percent. 

7* The Manageaeat Support Divisio.u miutains about 50 systems 
which produce some 1,000 different kind* of reports for all ewpwwt. 
of the Support Services and other Agency elements. J*»t of the pro- 
3mw for the ayatens were designed to run on earlier generation 
ccaiputers than those 0CS now has. This means that these acre ad- 
vanced computers perform like an older, less advanced, lass efficient 
CqE¥Uter these programs (referred to as emulation). 

In addition, some of the systems are poorly documented and have 
been revised and patched in a piecemeal fashion, thus increasing 
inefficiency and inflexibility. 

3. The Management Support Division has a large investment ia 
the Support Information Processing System (am) which now has | — | 

OCS and QdDS people working on it ae a SIRS Task Force. The effort 
to design and develop SIPS began ia 1964 with fewer people involved 
but with the basic alas the same. These were to report support data 
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sxw* completely and faster, to reduce redundant reporting, and to 
lower data manipulating time. What began m m effort to design 
au»d develop overly sophisticated system hm now been cut back to 

*»0 sub-system within ten mjar systems which are in three areas 

financial, and saterlal resources. The effort has also been 
modified to allow m incremental approach in the design and devel- 
opnient of the ten system rather than introduce them all at once. 
After the earlier years of frustrations end little real success, 
the Task Force «ow appears to be progressing. However, we foteid a 
need for the establishment of aore firs system parameters; a need 
to determine progrswaing aethods (batch or on-llae); and a .oeed to 
£ standardise data elements a~d codes. Ve also found a need for the 

Kfc coaponeats to devise and firm up their i;:put procedures, to 
mke pi^is for the utilisation of the outputs, and to arrange train- 
i*'<g for the staffs involved in the sew procedures. 

In the past, the SXP8 Program has lost acraentuB because of 
insufficient technical expertise and indecisive ccaaaur.ieatlous with 
management. It appears that these problem have been overcome and 
that the Task Force now has specific plans as to where it is heading 
sad when it will get there. However, ouch is still to be done and 
continued support is essential. To stop the SIPS effort now would 
mean the loss of a large investment. Further delays in developing 
the system would be very costly. 
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10. Some of the staff who have been detailed to SIRS from 
support offices need counseling . Their morale is low because they 
feel that they are out of the mainstream of consideration for pro- 
motions and reassignment opportunities. A recommendation on this 
point is included in the report . 

11. The Intelligence Support Division works for the DDI, the 
DD/S&T, the DEP, NIPI, and QC. Its main projects involve the 
storage and manipulation of large masses of information. The 
majority of the division’s work is regarded as satisfactory by the 
users . One software program developed by the division is not getting 
the use OCS feels it should, however . This is CAPRI (Centralised 
Automatic Processing and Retrieval of Intelligence). It is based 

on the premise that many requirements in organizing, processing, 
and displaying information are enough alike, even though the sub- 
stantive content is dissimilar, to allow the multiple use of one 
ADP program for a wide number of users. The program is ready but has 
few users. OCS believes that the program meets many of the ESDI's 
basic Information storage and retrieval requirements. A number of 
EKE members, however, feel that CAPRI has limited practical use. In 
this and in other fields closely related to the work of Central Ref- 
erence Service of EDI, there has been a lack of clarity regarding 
OCS responsibilities. We have recommended that the Deputy Director 
for Intelligence and the Deputy Director for Science and Technology 

- 5 - 
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tmem their attention in clarifying the roles and responsibilities 
of 003 and CSS. 

12. tie fouod that the Intelligence Support Division was once 
poorly ssex-aged, uaderea^pxoyed, and had inadequate standards, pro- 
cedures end docuHSmtotion . A change iaaa»ge*ent corrected the 
first probleja; the sew :aaiag«»ent is correcting the second; the 
third reosiiiS a problec. 

13. The Operations Division runs the computer center. It Is 
cax^eteotly jaanaged, a. id a staall technical staff provides great 
help in day-to-day problem solving. Host of its employee* ore 
cooputer operators, Jaey punch operators, and clerics . The division 
peritcraa a great deal of work reliably ad promptly. 

1A, In studying the operations of the counter center, the 
ijispectors were lapressed by the complexity of decision-mki,^ in 
the Held of equipment selection. Clearly, the rote of technological 
advance tends to outstrip our ability to make efficient use of the 
cospttters we have (i.e., need for emulation}* It also see*® to 
farce the pace of decision-asking about the future structure of our 
work in this area. High-capacity, high-speed computers are avail- 
able, aid it would be testing frosa the point -of -view of cost to 
move In the direction of integrated operations and tiae-shari ig 
operations, At the same tisse such of the Agency’s work requires 
flexibility and a high degree of security. There ore those who 
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believe that fourth-generation small computers assigned to support 
our work in certain specialized, coxnpartmented fields and "controlled" 
by the using component are the answer to the need for flexibility and 
security . But it is not at all dear when such computers will be 
available and what they will cost. 

15 * We suggest that the Agency pause and take stock. There is 
a need to catch up with the equipment on hand and a need to select 
our future course with great care. 

16. The need for central Agency review and coordination of ADP 
was met in part by the Executive Director-Comptroller 'a memorandum of 
13 October 1969, which created an Information Processing Board (1PB) 
chaired by an appointee of the Executive Ittrector -Comptroller. This 
was a strong step forward in meeting this need but does not eliminate 
all problems. The Board does not have full-time members. All, 
including the Chairman have other jobs. The Board has no real 
authority. Its functions are largely advisory in nature and essen- 
tially are as follows: 

a. To assist in the formulation of policy -planning 
guidance. 

b. To suggest how to eliminate duplication or achieve 
compatibility . 

c. To assist in determining the beat use of Agency 
ABP facilities. 
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d. To advise the Executive l>irector-CcH^?troiier. 

17 » the IPB, t has go real authority. We believe 
authority for the coordination of Agency AE? sight better be placed 
x... the hand# of a fuii-tiEs# Board Chairman who reports directly aad. 
o?Uy to the Executive Birector^Ceoptroll er and has the support of a 
strong prafessiojjai staff. 

13. The Coimciity On-ldae Intelligence System (CGIhs) experiment 
affect® the work of OCE5 la several nays. The basic system appears to 
be faulty. It ties up otic OCS computer for three hours a day. 

Problems with software, different filing and codi.^ systems, and a 
eoEjBon coagjuter language problem have not been solved. It is possible 
that the system does not meet a valid intelligence need. Finally, it 
poses prc*le^ in one area in which the Agency is already overloaded 
witli problewB, that of A33P security. 

19. Certain security problems are inherent in ASP. A great 
deal of intelligence arid support information is in one central place. 
The information is in passages easily removed car copied. Electro* 
sag :etic radiation mist be eliminated by careful shielding. Spillage 
of coKpartaoeated infors»Uori present in ttae-aharing loulti-el&esifi- 
catio.'. level systems Is possible. The nary remote terminals in time -- 
sharing system increase the possibility of unauthorised access to 
caagerteaeuted information. The flood of coaputw-produced intern- 
g^.ce informtion can create classification and dissemination control 
problems. 

— — 
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20. There is a need to foam ft taek ■force of security and AW 
ft p ftSi ftlt ats .large enough and eeespetent enough to deal with these 
•proUiesw and those additional ones that are caused tqr CQIiSJ, The 
security effort add resse d to these problems at preseat la quite 

inadequate . 

21. Ve found that OCS is cue toaner -oriented and responsive to 
customer requirements within the limits of OCS capabilities . A 
.iueber of problems raised by the users, however, must be gives con- 
tinued attention. These start with a eanstdcfttioiai gap wherein 
toe customer# caiuiot uaderstauid the 4argo.i used by the computer 
specialists, and the computer people do not Hilly ursderstaiid the 
substantive Infoanmtion needs of the user®, t'kxm cuatonera sure 
iuflue *eed, perhaps a -duly, by their past experiences with AW and 
computers aod. tend to be skeptical about cost Kid tine esiiiastea. 
IS^y also tend to be critical of AW outputs where the inputs were 
raade by scrae other person or eoapoaent; mi the other hand, they are 
satisfied with outputs in which they aide the inputs. Some voiced 
concern about the lack of reliability of the OCS interactive time- 
sharing system and the aoount of "down-time." seme believe OCS and 
ORD should have better plaming and closer working relationships . 

A number of customers pointed out the lack of any clear-cut OCS 
priority system for all ocat ion of analyst a aft programmer time in 
relation to the substantive importance of the application . Moat 




- ^ « 

SECRET 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


SECfiEf 


that their csrv AOf systems or pragmas needed upgrading aad 
is$ravli$§ In ©owe ussy. In tha soda they tended also to he m critical 
of those ASP-related processes for which they w« responsible me 
they ware of service* performed by OCS. They biassed th<melvee *ud 
also believed that their own lasaagesient had not always given A SP the 
proper degree and level of interest support to ensure good system 


de&Ago itid reliable input procedures. On the positive side, cusiosser* 


in the Support Directorate reported reasonably good QC8 service for 
oo-going progras®, end we found this to be the overall Agency attitude 


in this area of Office operations. 


22* &, *d the Office of Training have mde a a waaeadab le 


efftjrt in providing the right kind of training for ASP specialists 
users. OrOy tvo areas seets to have been alighted— increased 


emphasis on the discipline® associated with, systems analysis, »>?A 
the training of high-level Agency managers who, ia the losig run, 
nx&a many of the key AEP decision® for the Agency. 

23. Finally, it Is our belief that OCS must establish a system 
for costing AMP services and must be given assistance in solving the 
problem of working space. 
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II. I5HM3ID8 

1. fhi# report of sumgr present* oar finding* concm rnlng 
xanageaent within OCSj Office relationships with higher miAgem.it', 
relationships with cuatoxaera and other Agency computer organisations ; 
ar; ^- problem area*. A number of reeoias>e: ;datians are made coa- 
cerr.irig these areas and relationships . 

2. la plan.ii.ag this survey, ve were fully coiacious of the 
fact that our Inspect or® would not be abb e to analyse and solve 
technical problem in the MSP field. As the survey progressed and 
as such problems were identified, the 1 inspectors aought to determine 
whether or not ssnsgeoant ms devoting sufficient attention to their 
resolution . It is our belief that by couducti - .g a comprehensive 
review of OCS on tills basis **e have been able to surest profitable 
lines of action to management, without becoming involved in technical 
debate. 

3* She inspectors conducted interview* with members of all of 
the components of OCS, the various Directorate Information Processing 
Coordi.ators, the customers using the services of DCS, other Agency 
coaputer operating eloramts, the 0/PPB, a.«d the NIPE Staff. All 
concerned were net cooperative. 

4. Durijig tbs course of the survey, Agency ADP activities, 
including those of OCS, were also being reviewed by other Agency 
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elesents such as the m: ASMS* staff, the recently created infer- 
mtlou Processing Board/ O/FPb, and the 10 Audit Staff. We have 
^ profitable talks with each of these groups. 
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in. mission mb orsanimko:. 


1. fc&ssioa - ®se Office of Computer Services is respotisible 
for satisfying those automatic data paroeessing reqpirmsents that are 
bandied centrally 


OCS lias about ojic- third of the 

i 

Agency *8 A23P resources* 

2. Organization - OCS is an office in the Directorate for 
Science m& fteehno logy* The Office has «a authorised strength of 
staff employees, has 10 con^uter earapasy or contract employees 


at headquarter* sad sever, extracts with coaaaercial tlvm In further- 
ance of its jalssion (sot including rental contracts for machinery 
a;:*d software). The budget for J1ML9T0 is 


The central 


position of OCS within the Agency ‘a overall AHP structure was reaffirmed 
in a sesaoraadua issued by the Executive Director-Controller on 


13 October 1969 * This xaeaxersmdtea establishes an Agency laforaation 
Processing Board consisting of representatives of each of the dir- 
ectorates and chaired by on individual appointed by the Executive 
Dire crtor-Casiptroller * The Director of the Office of Ccsputcr Services, 
as the m/SSiE Information Processing Coordinator, serves on this Board. 

3. Although established as &u Office in August 1963 , its organ- 
isation is still evolving to adjust to the very fluid nature of the 
represents levied upon it. The current organisation of OCS is 
reflected in the chart on the page facing this one. A brief description 
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of the functions of the Office of the Director, the staffs, and the 
divisions of OCS follows. More detailed comments concerning perform- 
ance and problem areas are dealt with in later chapters of this 
report . 

4. Office of the Director - This office includes the Director, 
a deputy, an executive officer, two scientific advisors, a special 
assistant and two secretarial employees . At the present time the 
Director is on a year's training assignment, and his deputy is now 
the Acting Director. 

5. The office establishes policy for and administers the 
operations and activities of the entire OCS complex. In general, 

its functions are to plan and program long-range personnel, financial, 
space, and equipment resources for OCS; to review proposals or requests 
for OCS computer support; to participate in the AES* programs of other 
government departments; to chair meetings of ATP technicians and 
users to discuss and resolve common problems; to represent the BD/S&T 
on the Information Processing Board; and, to coordinate AH* activities 
and interface with other Agency elements. 

6. Staffs - There are three special staffs within OCS, the 
Advanced Projects Staff, the ADP Training Staff, and the Administrative 
Staff. 

a. Advanced Projects Staff - This staff consists of 
specialists and mathematicians. It develops 
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new computer techniques by working on matters of 
general interest rather than on the specific needs of 
customers. Examples of some of this staff's services 
are: (a) the development of computer time-sharing 
systems j (b) development of man/machine languages j 
and (o) the review and evaluation of new, unusual, 
or prospective computer systems . 

b. ADP Training Staff - This staff of | 

is responsible for designing and con- 
ducting a computer science training program as an Agency 
service of common concern. 

e. Administrative Staff ** This staff, consisting of 

is the admin- 
istrative arm of the Director and provides assistance to 
all 0C3 elements in matters of security, logistics, 
finance, training, personnel, and administration. 

7 * Divisions - Pour divisions carry out the mission of CCS. There 
are three "applications” divisions; the Management Support Division, 
the Intelligence Support Division, and the Scientific Applications 
Division. These divisions work with the customer to determine his 
ADP needs and, either single-handedly or in partnership with the 
customers, design and implement systems, develop programs, and 
test the programs. Once a system is in operation, the responsible 
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applications division -will mo. J. tor the quality of the output &<;d 


rernii In coiasuiiicatiou with the customer so that suy necessary 


systen cha. .ge car* be raade to insprove the product. 

5. The fourth division is the Operations Division# which 
handlec the production aspects of & Job, i,e«, sei-iedulisg, main* 
t&tning and operating the computer center equipment . The technical 
staff of tiiia Division has the responsibility for implementing and 
swdlfying the software which activates and controls the computer 


hardware . 
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iv. (ijmsm, mmsmm ahd mtsotmiu 

3.. The Director of OCS, tins Deputy Director and division and 
staff chief© are an energetic and taler, ted group of seu who have 
played a • iiaportaut role in expasading the Agency's ADP capabilities 
during the past several years. They talked ca.didly and objectively 
to the inspectors about the mssy probiejss faced by the Agency and by 
their Office ia upgrading and refiidU^ J®P »ystea» and applications. 

2, The ADP specialists aad technicians that make up the greater 
part of the OCS work force appear to be highly skilled. This ie the 
result of Office jaanagenerit's recruiting and. training program . At 
the ti m of our survey,, about 55 individuals were being recruited, 

bo percent of whoas were professionals . Of those professionals already 
o'i board, have bachelor degrees. The 

OCS training program lias added significantly to the expertise of these 
people and has made possible the utilization of non -professionals. 

3. OCS muagesseat recognizes that personnel turnover is detri- 
sneut&l to maintaining high standards of ADP service to the Agency. 

In our view, the turnover rate is not unusually high considering 
the rather unsettled ature of this evolving arid expanding field. 
During the period 1 July 1969 to 31 December 1969 , 2t people left 
OCS, but only four left to seek employs® nt elsewhere. The following 
table shows the nuefcere that left, their grades, and their reasons for 



SECRSS 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 



Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 





s c H E T 





leaving: 


GRADES .'RMHER LEAVDJG .REASON FOR EBAVUKJ '/UMBER 


OS-13 2 
OS-12 3 
08-11 1 
GS-10 2 
03-09 2 
03-06 3 
Os -07 3 
os-o6 3 
03-05 2 
cm-ok 4 


Reassignment 6 
Retirement 1 
Relocation 3 
Military 2 
Maternity 4 
Other Oort. Employment i 
Private Industry 3 
LWOP 1 
Personal 2 


4. Even though the QCS turnover rate is not excessive, our 
interviews with employees at all grades and levels turned up a 
number of conditions which, if corrected, might lead to a diminishing 
rate and an improvement in the quality of work. Corrective action by 
OCS management is possible in our judgment. 


5 • Most OCS employees are highly interested in ADP work as a 


profession . They evidenced no Interest ia being considered for other 
types of assignments, and the majority intended or desired to a 


eareer in the Agency. However, a number of the younger employees 
stated frankly that this depended entirely upon whether or not they 
received challenging assignments and steady promotions . 

6. Most OCS employees felt that their talents and skills were 
being utilised effectively. Most thought that Agency training was of 
a very high quality and Improved their on-the-job performance . On the 
other hand, a number of employees, especially la the Intelligence 
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Support Division, complained of occasional idleness or ’dead t im" 
because of unforeseen equipment or program problem or liept planning 
or scheduling of vork assignments. Many felt remote from the 0C3 
frost office. They thought that there ehould be better channels 
and mechanisms for ccoamiai eating plans. Instructions, and information 
downward and Ideas and information upward. A ausber thought there 
vas a "cowaunicatioas gap” between OCS and top- and raiddle-lerel 
management in the Agency; that OCS dealt mostly with ’’coordinators” 
or lew-level representatives of management, and that many of these 
people seemed irresolute or uncertain as to vhat management really 
vaoted fro* ASP. Several said that OCS should be less concerned 


about its "Image" and "pleasing the customer" and more concerned 
about good systems design. Sons felt that the Office should do more 
searching analysis and inquiry into the cost of satisfying requests 
in relation to the realistic needs for information. A number of OCS 
people commented that the overall ADP management in the Agency was 
fragmented, unstructured, and lacking in authoritative standards for 
resolving issues and making decisions. 


? • From time to time consideration has been given to creating a 
separate career service for A W personnel. It is argued that such a 
service would make maximum use of the talents of such personnel and 
would offer to all AIS* specialists a chance to compete for advancement 
and for assignments that would broaden their professional experience. 




- 19 - 


SECRET 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 






Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 

SUCRE! 

There i indeed, much to he said for centralized career management 
of computer operators and even programmer a . la the cmte of systems 
analyeta, and in some cases of programmers, it is difficult to 
separate the technical side of their work from, the substantive side. 
Thus the needs of the ATS? components and the needs of the subs tant ive 
offices must be carefully weighed before a solidly based decision can 
be reached in this matter. For this reason ve do not feel that this 
is the time to make a decision with regard to establishing one ADP 
career service for toe Agency . Such a decision should be deferred, 
until the overall roles arid responsibilities for AO? bad been settled 
and experience 1ms indicated how best to handle the experts in this 
field. 

8. Fending a decision on career service, the IP Board could 
perform a useful function in coordinating the rotation of persons 
between directorates where this would be advantageous to toe Agency 
or to the individual. 

9* The assignment of OCS personnel to other conpoaeiits as a 
permanent transfer or for indoctrination and/or substantive on -the- 
job training has occurred in isolated cases in the past. He noted 
great customer satisfaction where this had been done and a greater 
appreciation of substantive problems on toe part of the computer 
specialist . Bom customer* felt there was reluctance on toe part of 
OCS to make such coMaitments of its personnel, especially where it 
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has meant an outright transfer. We can understand this position but 
believe that such assignments, as well 08 assignments of substantive 
specialists to 0C3, cam do aut-h to close the cofissuaicatioas gap 
between computer specialists said substantive specialists and to assure 
efficient use of A 3S? in the future. 

10. Xu reviewing 0GS aanageaent and personnel, we found a need 
for greater interest in the organisation and issuance of authoritative 
written standards and procedures} for laguoveaent in staff work; for 
greater observance of approved standards ia the documentation of ASP 
systems and programs; and for a tightening op of supervisory practices 
and housekeeping routines. While we re iterate our belief that 0CS 
management has had to run hard Just to keep up with demands for its 
services, we feel that emphasis Should now be given to improving the 
organisation and management of basic ASP resources, There is a need 
for a refinement of their technical and manageaent processes and pro- 
cedures if they are to improve the quality and range of services 
provided to customer®. 

11. We found especially that most 0CS written standards and pro- 
cedures had been devised and issued by the various divisions and that 
they vary widely ia content and quality. Those procedures issued at 
the 0CS Office level are badly organized, uncodified, out of date, and 
are not available for reference by all eaployeea. We recognize that 
the differences in the types of ASP applications bandied by the 
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divisions require some variation in documentation standard* at the 
division level, hut we believe it would be considerably more efficient 
to devise a set of general standards and procedures at the Office 
level than to have each division write its own set. Documentation 
standards which may need to be devised at the division level should 
be reviewed at the OCS Office level to ensure that they are in 
general conformance with the general standards and procedures estab- 
lished for the Office as a whole. OCS recognises the need to improve 
its procedures and has already initiated action toward that end, but 
considerably more work remains to be done. 

Recommendation No. 1 

That OCS devise, publish and arrange for Office- 
wide dissemination of OCS standards and procedures. 

12. We believe that many of the management and personnel 
problems cited in this section can be corrected by OCS while others 
require action by the IP Board and the directorates concerned. Because 
their correction appears to be primarily a matter of improvement and 
refinement of management processes, the question arose as to why this 
has not been done to date. Having completed our survey, we believe a 
few words can be spoken in extenuation. 

13. First we found that OCS management has been faced with a 
rapidly changing ADP technology. Within a decade computers have 
evolved from tube-types to discrete transistors and now to integrated 


- 22 - 


SECRET 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 





SECRET 

circuits; and a fourth generation is in the offing* In this computer 
technology "explosion, ” OCS has managed to improve, upgrade, modify, 
and replace equipment apace. Their present computer equipment is 
maintained and operated effectively from the standpoint of servicing 
on-going programs. We view this as a significant accomplishment on 
the part of OCS management . 

14. Next we found that the AW services provided by OCS have 
grown at a very rapid pace over a wide range of applications such 
as scientific computations, information storage and retrieval, in- 
telligence collection and processing, and administrative activities. 
This growth in services, the computer technology explosion, and most 
importantly the lack of clear-cut roles and responsibilities of 
various Agency components for the development and utilization of 
computer resources have made OCS management a trying and difficult 
job . To date, the OCS managers have demonstrated a high degree of 
pragmatism and perceptive common sense in providing essential services , 
balancing conflicting requirements, building up manpower, machine, 

and software resources, and managing on a day-to-day basis. 

15. We feel that the Acting Director, OCS, his staff, and 
division chiefs are trying to correct deficiencies cited in this 
report. However, we believe more must be done to refine management 
practices and clarify roles and responsibilities in the future, and 
we have made several recommendations on this. 
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V. 3CIEi®IFIC mfLLCJmOiiB DIVISION 


1. Tills division lias 


secretary »steuograpaerG . 


The officers are specialists in mthematicc, physics, electrical 
origineerit^, aerospace engineering, engineering science, computer 
science, and chenical eagiiieeerirjg This diversity iu personnel 
experience is required because the division assists other Agency 
components in defining end solving engineering and scientific problems. 
The division supports elements of the W/S-ttP, Wl, DCS, DIP, and f*IF£/ 
DCI. 

2. This division is divided into four units, the Trajectory a.; id 
Digital Determination Branch, Mathematics Branch, Signal Analysis 
Branch, and the Scientific Systems Staff. 

3 . The Traject ory and Orbital Determination Branch— This hra..ca 

It works In two 


has 


principal areas, air defense system* analysis and trajectory and 
orbital analysis. Exftuplea of the former are; a computer system 
for simulating the mission of a high altitude reconnaissance vehicle 
over defiled areas and evaluating the effectiveness of air aid radar 


facilities! and a computer system for simulating an ABM defensive 
system and evaluating its effectiveness against ICBHs launched from 
fixed sites and mobile platforas . The principal, customers for such 
service are Obi, 03A, GEL, FM&IC, Of, aid 08? . These organization 
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will require eontl:iui:uj u .d lucreaatBg support to mke atalyees oi* 
chafing air defense systems a; 4 to improve computer techniques so 
that more effective analysis can be performed . Additional work 
will be required if It is decided to operate certain program that 
have been developed by contractors. 

b. lit the trajectory a 4 orbital analysis area, computer programs 
have been developed to detenai e the trajectory of missiles, to predict 
the orbits of satellites, a id to evaluate the accuracy of rader 
tracking systems . The matin customer Is FI43AC. OCS has endeavored 
to modify prograass developed by contractors and to understand FMoAC- 
deve loped programs in an attempt to reduce the amount of outside 


contract work. 

5» This branch also serves OoJS or. an ad, hoc basis on require- 
ments requiring quick responses. 

6 . Mathematics Branch --This branch has| 1*11 

oathfflsaticians, and the part«tine use of 
works in four min areas: 

a. Modeling. In this area the branch has developed 
and maintains three Major projects: 

(l) Project 


It 


This project tries to 


25)> 

25X1 


25X1 
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0B01, The system’s file contains coastlines* cities, 
railroads, etc.. On a wor .Id-wide basis sud Is well 
airai vged so that the user eon request any one of 16 
projections. The purpose of the cystes is to produce 
the mp projections quickly, Such projections -would 
take souths to do manually. Once the programs are 
completed by the branch, they are tarred over to 03GI 
for running. Both ORSI and SAX) are distantly in touch 
with the cartographic community, and the ays ten m& the 
data bask involved have been given to other agencies. 

3* Medical Services . There ere tvo projects in this 
area, one for the Psychological Staff and the other for 
the Clinical Staff. The first is in a develops. tal stage 
but should be operational in several -souths . Overnight 
it will score tests givea to applicants and employees 
aad point out psychological problem areas so that people 
tested could be recalled for personal interviews by the 
psychologist the day follovi .g testing* The secoad 
project, which la dormant for the aoiaeat, involves a 
series of programs which could analyze iaforaation on 
physical exacduatio: 4 ; results, pointing out things that 
are unusual. The data goi;±g into the system would include 
medical history forms, laboratory reports, and doctors 1 
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support to the CSS. The branch •ugportft a 
variety of applications for the C3. TSD is one of 
the oal. eus toners. One program, which has been going 
oa for seven year* arid •will probably coatiaue for another 
involves testing t be life of batteries. Another 
program involves The brazen 


also has a program for 


. Ti*e program 


provides weekly traffic sug^arie®, 

i . In addition to tue above four areas > the branch also services 
ad hoc requirements . 

■t A i« 1 1 


*C£s 


This branch has 


and 


usas contractor# o s a part-tisss basis and is 
divided, into three aubsta itiv© areas. 

9. The sigaaO. analysis group handles prograae for OIL, BiU&C, 
OC, arid ORD dealing in the analysis of teleaetry, EUEHVj 
IbUllJT, end ’special things.' ®ae work i .volveo analogue jre- 
processing, analogue to digital eocveraion, display of data, etd 
analyses of data. The objective of the 'work is to extract intelli- 
gence fros signals . 

10* The conattoicetio; s application group assists the Office of 
oosasHEtieatioss is developing progr-®s vhic h help predict tee perforo- 


25X' 

25X 


25; 
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mm of maxima existing and proposed cowunie&tiana and intercept 

systesas. 


12. The Scientific Systems Staff - This staff is supervised by 
the B&poty Chief of SAD and Las five professionals. It supports 
customers on software Batters with 0S3P extractors and gives special 
software support to 0SP‘s 


acts. It has 


assigned -three officers to OOP for this purpose. ' Increasing importance 
is toeing placed on assig; assents of this kind which also involves getting 
into substantive areas as well as working on software matters . 

13* Ccaasaats ~ A problem, coassoit to several units In OC3 tout 
of particular concern to SAB, is the one of inadequate office space. 

SAB has very highly qualified scientists who are difficult to recruit. 
After obtaining their services# we put them to work in a bull-pen of 
an office where concentration Is practically iopossitole. SAD employees 
estimate that such working conditions cut the efficiency of their 
performance down to perhaps 35 percent. This sounds exaggerated, tout 
they mean it quite seriously. We realise that the jaar.agessB.it of DCS 
has side a great effort to obtain more adequate space and Is still 
trying, tout without much success. A recosaaendatiou concerning the 
subject is made ia our "General Discussion'’ section. 

ih. When SAD receives a request for service, it checks ita own 
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software to see If any system exists which would be useable. If not, 
it checks with isaauf set urers , as do the customers at tines. Reliance 
is placed upon manufacturers to identify suitable software of their 
tnm or of other government agencies. ^Juere is uo systematic require- 
ment for centrally recording and identifying Agency fa-house software 
item, ana we believe that one should be established. la addition, 
there should be a similar system within the gover.aaeut, taking, of 
course, security considerations into account* 

BecpaaBeadation ho. 2 

That OCS initiate action with the IP Board to consider: 

&. The need to establish a central point of 
record for Agency software system/ and 



She need to establish a similar government- 


vide central point of record for software systems. 
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support mnsiOi 


The Management ..support Division (M3D) uses computer systems 
to help mum&tma t account Tor people, souey, a«d thing# . It 
talos about r y0 systems Involving over 300 separate applications, which 
produce sows 1,000 different kinds of reports for all components of 
the Gtqsport Directorate and other Agency elejaente. The division is 
also working on a very large-scale developmental project, the Support 
Information Processing System (SIPS), This project involves the study, 
redesign, evaluation, and prograsaaing of most of the present Support 
Directorate ABP activities and is reant to extend information pro- 
cessing into areas not previously serviced. 

2. The division, consisting of the Office of the Chief, M30 and 
its four branches (Budget and Fiscal Branch, Material Branch, Manpower 
arid Personnel Branch, Development Branch), has a total of I [employees . 
consisting of Q computer systems analysts, | | computer specialists, 

I I coinputer prograisaers, and "[stenographer-typists . m additloral 


1 ' ~| £S*3 officers haw been assigned to forts part of a JlKi Task Force 
under the direction of the Chief, MSP. Of the total Q employees 
assigned to M3D, approximately 75 percent are committed to SIPS activ- 
ities, and the regaining Zy percent are engaged in servicing and main- 
tailing the ©n-goi.ig ABP systems. The Chief, MSP, is also the Director 
of the SIPS Task Force. He is responsible to the Director, 0C3, in 
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hia capacity of Chief, MSB, and to the Assistant EDS in connection 
with the SIPS developmental activities. He keeps both these officials 
Informed of his activities hy frequent briefings and reports as 
required. 


3* Budget and Fiscal Branch and Its Current Systems - This branch 
maintains four current ADP systems for the Deputy Director for Support 
and provides services in support of 0/PPB. The four systems are 
identified as Accounts, Vouehered Funds Payroll, Unvouchered Funds 
Payroll, and W-2 Tax Reports. In addition to these ADP systems, 
there is an electronic accounting machine (EAM) operation performed 
by Office of Finance to process agent payrolls. Most of the programs 
for the current systems are run under 301/501 emulation* on RCA 
Spectra 70/45 and 70/35 equipment. 

4. Material Branch and Its Current Systems - This branch main- 
tains five current ADP systems for the Deputy Director for Support, 
which are Stock Accounting, Defense logistics Supply Center (cata- 
loguing), Contract Information File (CGNIF), Forms, Agency and non- 
Agency, and Electronic Printing of Intelligence Composition (Printing 
Services Division electronic type setting). In addition to the above 
ADP systems, an EAM operation produces a report on the status of 
Agency vehicles for the Director of Logistics. 

♦Emulation means to program the most advanced computers (e.g., the 
third generation) so that they perform like an earlier, less advanced 
computer (e .g . , the first and second generations ) . 
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5. There are tvo ADP em waiutairied for the Deputy Director 
of Science and Technology. These are ACQRS (contract information) a„d 
SASP (aeasurements of performance oa surveillance vehicles). Current 
materiel resource system® are processed ou KOA Spectra 70 aid im 360 
equijeaeut . 

k* Hanpov er and Personnel Branch and Its Current Systetas - This 
branch maintain & some ^2 current ABP system for the Support Directorate . 
These system produce more than 300 reports pertaining to tables of 
organisation, qualifications and skills, retirement status, statistical 
projections and actuarial studies, personnel histories and training 
records, skills inventories, security name-cheek information, credit 
union, hospitalisation, insurance reporting, etc. The programs for 
the current systems are processed or. im 360 and ECA Spectra ?0 equip- 
rent . 

■ * Development Branch - Presently this branch is concerned pri- 
marily with the SIPS developmental activities. The branch is involved 
oa other activities. For example, recently the branch has been given 
the task of improving and debugging the Printing Services Division’s 
Electronic Printing of Intelllgeace Composition System (EPIC). EPIC 
is a computerized system for processing national Intelligence Survey 
texts. It produces formatted input data to photo-coiagosiruj equipment 
uhicl'i, in turn, produces a finished printed output. EPIC has been in 
operation slice 1965, and has the potential Of effecting savings in 
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both time and costs . EPIC should provide fully made-up pages of 
text and eliminate several reviews and corrections of text which 
are required when utilizing traditional printing methods. These 
benefits appear not to have been fully realized, however, because 
of problems involving programming bugs and input which have not yet 
been ironed out. It Is expeoted that the assignment of an additional 
OCS specialist to this program should help clear up EPIC problems. 

Comments - Most of the 50 ABP systems currently maintained 
by MSB were designed and programmed before the advent of third- 
generation computers . The systems do not take full advantage of the 
possibilities offered % today's equipment and computer technology. 
Most of these systems are inadequately documented and have been 
revised and "patched" in piecemeal fashion. They are also inflexible 
difficult to modify to meet changing legal and administrative 
requirements, and they do not provide Agency management with the type 
of relevant and timely information that would be possible If the 
systems were updated. Approximately half of the present ABP appli- 
cations were programmed for second -generation computer equipment, 
and running these programs in emulation on third-generation equipment 
results in inefficient use of present computer capabilities. 

9. MSB fully recognizes the difficulties caused by past 
practices of inadequate documentation of ABP programs and has 
recently given major emphasis and attention to devising definitive 
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written standards and procedures cover! n& doeves® station practices - 
Ttie enforcement of the documentation standards recently published 
uy MSB should help fco alleviate many of the problems© currently 
tei. iti experienced 1.: connection with ehensgitig and i^gradiag programs, 
a:.d should serve to improve the future efficiency and productivity 
of the division. 

10. Ooranents mde by MSB cuntojaers concerning MSB services are 
discussed later in the section Customer Attitudes and Problems . 

jl^port Iafarmtioa Processing System (SIPS ) - The SIPS 
progras entails updating all of the existing support system and 
mking use of advanced computer technology to increase -the range and 
improve the quality of support information services. Benefits ex- 
pected from SIP3 include: more complete, responsive, and timely 
data, for general management purposes for use of the Support ■director- 
ate arid other Agency components in carrying out their personnel, 
security, budgetary, custodial, accounting, and .general a dmini s- 
trative functions; reduction in redundant data and the aanusl 
processes associated vith the recordkeeping, filing, and maipulatiou 
of support data; and reduction in machine time presently required to 
run these first- ana secoi:d-ge««ratiou programs in emulation on third- 
generatioa equips®nt . 

12. The need to update and improve the support systems was 
recognized by both EDS as id OCS several years ago, mid led to the 
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establishment of the SIPS program. The SIPS analysis and design 
work began in 1964 under the direction of the BBS Information Pro- 
cessing Coordinator . The SIPS Group has been composed at various 
times of from bfficers detailed from the Qffioes of Per- 

sonnel, Logistics, Finance, and other components of BBS, with 
limited advisory support from OCS. The group continued developmental 
work on this activity until 7 Hovember 1968. At that time the EDS 
and ED/SST reached an agreement, approved by the Executive Director- 
Comptroller , to establish a SIPS Task Force. The Force was formed 
under the Chief, J£3D/0CS &id was composed of the EDS S IP S Group 
and. all of the personnel of MSD/OCS not otherwise ooxmnitted to on- 
going ATP programs. A reassessment of the SIPS plan was made at 
that time, with the result that the number of sub-systems previously 
planned for under the three major groupings 'was reduced, certain 
design features were changed, design phases and priorities were 
established, and plans were altered to provide for the phased imple- 
mentation of each of the systems or sub-systems rather than the simul- 
taneous implementation of the whole SIPS program. 

13. The present SIPS plan envisages the design tod implementation 
of ten major AEP systems, with approximately bo sub-systems, which will 
be put together to form an integrated information system for use in 
managing and accounting for the Agency’s human, financial, and materiel 
resources. The ten major systems are: 
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Human Resources systems 

(1) Manpower Control 

(2) Staffing Complement 

(3) •Skills Inventory 

(4) Automated ham Checking (hAhca) 
fc) special Clearances (SPECIE) 

(6) Pre-£jaployae: _• t Processes 


Financial Kcsources 3y sterna 
(?) Agency Payroll 
(3) General Accounting 



(9) 


Budget Processes 


Materiel Resources Systera 
(XO) Materiel Beeources 


! 

It. 

KUSt 

been divided into four phases 
Phase I 
Phase II 
Phase III 
Phage IV 


the developmental tasks 'which 
each major system has 

Beqtuireiaenfcs Collection 
itequireaseuts Analysis 
System Design 

Progeamteg, Testing, Iiaplematstiou 


According to the SIPS plan, 
be completed prior to istftaosntctloa of 

j as follows: 
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lacii of the tour main tasks ie further subdivided Into specific 
subpKasea to establish boaekaarks for measuring progress . 

15* Phase X, iiequire;isj.,ts Collection, has been completed for 
all of the ten major systems, &ul Biase II, Requirements Analysis, 
is considered, to save been substantially completed o.u -all maj or 
systems except the Materiel Resources System The present effort 
is concentrated primarily upo:. Phase III, System Design, which 
involves firming up the desig.- parameters of each system, preparing 
function flow chart 0 for each process, devising inf onset Ion ioput 
and output specifications, establishing performance requirements, 
and organising file structures . The target dates established for 
completion of Phase III, design stage, and Phase IV, ispleiacn.tatio.'i, 
are set forth below: 



TARGET DATES 


System Task 

isfoapower Control 
System 


^Qtr l 4 tr 2Qtr 3*tr fcQtr 3Atr 2Qtr 3Qtr *K*tr lQtr 


Rase III 
Phase IV 

SA3CA 


Phase IV 
SPECIE 


Phase III 
Phase IV 


• •**we<r*#*** # ** # ,, *.*„***,**„ ^^^^^ 


*♦*♦»«* 
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dyatess Taak 

Staff ! ng Complement 

Rjftse III 
Phase IV 

Skills Inventory 

Phase III 
Phase IV 

Pre-Employment 

Processes 

Phase III 
Phase IV 

General Accounting 

Phase III 
Phase IV 

Agency Payroll 

Phase III 
Phase IV 


TARGET BATES 

lQtr 2Qtr 3Qtr 4Qtr iqtr 2Qtr 3Qtr kQtr lQtr 

j-269, mo mo mo i 9 jo im 1 m 1971 1971 1972 


«*••* *#•#*#« 




(No firm target date for implementation) 


'*♦»«♦**#»* 


• *«•*«*«**»*•«*•• 


*•**#-♦** * * * * « 


Budget Processes 


Phase IV 

llateriel Resources 

Phase II 
Phase III 
Phase IV 


* * * *• * i 


1 ****♦# 1 




16. There are several very persuasive reasons, from the stand- 
point of utilisation of Agency resources, vhy the SIPS effort should 
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be accorded a high priority and why everything practical should be 
don* to maintain a steady rate of progress toward system C0aj>letioru 

Tm CWerail °° st o£ *•»■*> effort is high and will continue to 
saour*c tm longer it takes to implement the system. The cost of 
run,. lag the present on-going second generation system in emulation 
on third generation equipme-t is also high and cannot be reduced 
until toe systems are redesigned and progressed* The lack of flex- 
ibility and poor documentation of the present oa-going system also 
represent a h&sard, because cbanglog regulatory or legal requirements 
could result in a breakdown of parts of the present system or make 
tngm prohibitively expensive to operate. A large number of people 
in the BDS arid throughout the Agency must spend a co^iderable amount 
of time in manipulating the administrative data required by present 
procedures and practices. Many of these processes' will be sign if i~ 
e^-tly improved and presumably the number of people doing them re- 
duced as new procedures are introduced. Steady progress is also 
essential for maintaining the morale of the SIPS Task Force employees. 
All of these points argue for an early firming up of the systems 
design phase arid an aggressive push forward for the activation of 
the various sub -systems. 

1T« The form ti on of the SIPS Task Force > the provision for 
access to the Assistant Director for Support for sarusgeajent decisions, 
aid the placement of all of tlie people working on the SIPS effort in 
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one physical location have had a beneficial effect. The EDS functional 
specialists and the OCS systems experts can now work together as a 



team and can direct all their efforts toward the solution of the many 
complex problems involved. The quality of staff and developmental 
work and access to high-level management have improved and expedited 
decision-making. The cutback in the number of sub-systems and the 


modification of some overly-sophisticated plans for on-line inter- 


active services and for the total integration of all data associated 
with this project have resulted in more realistic work plans and 
firmer user requirements. 


18. There are still many problems that lie ahead before the SIPS 
Program is completed. The rate at which these problems are solved 
will depend to a large extent upon the degree of priority which can 
be assigned to this project by DDS and OCS. The first step is to 
establish firm design parameters of the major AW systems. This 
requires positive decisions on the part of both users and designers. 

In addition, early and positive decisions must be made as to which 
of the various sub-systems will operate in a batch mode, and which 
will require on-line interactive services. The procedures, file 
structures, equipment, and software required for on-line services 
are quite different from that required for batch operation’s. Extensive 
testing and revision of customer input procedures and processing 
cycles will be necessary in those eases where on-line systems or 
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sub-ays tsias are required* Another prerequisite to progressing this 
activity is the need for the standardisation of data elements and 
erodes, This 30b is essential if the system is to be Integrated to 
the* extent that single data inputs are to be transmitted between 
and utilised by the various systems and 3ub-ayeterae . When the above 
design features are firmed up, the priority given the level and 
quality of prograsser support will determine the pace at which 
progress Is made. During this sac* period, however, the DBS cosmonauts 
must devise and firm up input procedures, make plans for the utili- 
zation of the outputs, and arrange for the required training of 
taeir stai ' Xs if th « Aew Procedures are to be InplansKted effectively. 
003 rJmt 9160 be Prepared to handle the problem of scheduling computer 
time and assigning personnel needed to run the old and new applications 
i.-, parallel wiille testing and debugging the system* 

19 * The Task Force leader and the various group leaders no v 
working on the SIPS activity appear confident that they are on the 
right track, and that they can successfully implement this system 
ia m incremental fashion sa presently planned. If the system 
development becomes bottlenecked, however, further cutbacks on 
integration of data or on deferment of on-line facilities assy be 
necessary in order to achieve faster progress ► 

ffiffddSg ioaB with SIPS teoloyees - 1#e received a variety 
of reaction and opinions in talking with the OCS and DCS employees 
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working on to© 3IP8 Program, fhe group leaders and laraacb chie fs 
seesned encouraged by the progress being node since the formation of 
the Task; Force. They were cautiously optimistic about future progress 
And felt that present target dates for implementation of the major 
system could be met, provided continued access to high levels of 
EBS management could be maintained to e;j»ure timely decisions la 
respect to users’ final system design requirements. 

21. Although most of the S1P3 employees were very critical of 
the way in which the program had been managed is the past, they 
seemed to feel that the present “mix” of skill# and talen t# has 
improved the quality of analysis and planning. Some, however, think 
that the present H aix” of personnel skills is not in proper balance. 
Those individuals feel that there are still too few ABP-oriented 
systems analysts and too may functional specialists and junior 
programmers assigned to the SIPS Task Force. 

22. A number of the EDO details®* to -3 IPS display a keen interest 
in the potentialities of AI8P, like the type of work they are doing, 
a?id feel that the skills mid experience they are acquiring as smatoers 
of the SIPS Task Group will enhance their value to their parent 
Career Service and increase their opportunities for career advancement. 
There a low morale among other BD3 de bailees, however. These 
individual# feel estranged from their parent Career Services aid 
think they are not in the mainstream of consideration for promotion# 
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*«d reassignment opportunities. They have all 'beer? assured that 
IRmsy are co;*sidered sloag with *21 others of their service for 
profiotlos «j;d reassignment, and it has been pointed out to then 
that a auEfcer of SIPS detaileea have been projected. Some of them, 
however, remain unconvinced and feel "trapped” in a situation they 
ea: .not get out of until the SIPS task objectives are completed, and 
sou® are still doubtful that the tasks will be eoaapleted as scheduled. 
A number of them, detailed to what they thought would be a one- to 
two-year assignment, have been working on the SIPS Program for four 
or five years and are depressed and discouraged by the prospect 
that they may have to spend two or three -more years on work for 
whit* they do not feel particularly well suited or qualified. There 
is no easy solution to this difficult problem. The feeling that they 
are 'trapped” tends to lower the efficiency and productivity of these 
employees. On the other hand, ary large-scale rotation of the SIPS 
Group would have a serious adverse effect on the Program by requir- 
ing the training of replacements . 


LSE* 


ail 


a ho. 


That the Director of the SIPS Task Pores and the 
heads of the BBS Career Services concerned arrange for 
eouaseli/ig with each £833 detailee with a view to assuring 
the beat possible XoJc.-ra.ige utilisation of the indiv- 
idual, both from his standpoint and that of the Agency. 
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vii . iweuigkics .support tension 

1. The Intelligence support Division (ISB) haa[ | employees 
arid is comprised of the Office, of the Chief a d four branches: 
the Data Applications Branch, Special Projects Branch, Intelligence 
Maoasemnt Branch, and the Prograaairsg Services Branch. The primary 
function Of 13D is to provide assistance to certai-i Agency components, 
mainly Intelligence producer®, in the development of AJDp system 
required in the support of tnelr Kissiona. This involve® the study, 
analysis, sod development of system and the programing of computer 
applications designed to increase the productivity or Improve the 
efficiency of the using eorspc ;ent • 

2. Functionally, the four branches of IBB are all e ngaged in 
tiie above-mentioned activities and are collectively involved in the 
developaent or maintenance of ABP system principally for BBT, W/mi, 

WP and ’IPE. fbe following a re examples of current activities of 
the four branches. 


£SS3S2ll^S^, - Ihis brand; provides services ah 
assistance to OSR/DK in connection with Strategic Cost Analysis Model 
(dC&i) vhich is designed for costing various force postures associated 
with strategic weapons; develops statistical data on the Vietnam war 


for the SAVA iitaff j provides ABF support for Q8K la connection with 



the economic aria lyses of world trade data (TRADER); 
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Office of vjecurity in the dev elcpiae- vt* of a, • ASP syst ® b 3 to aid in 
detecti ng unauthorized transmissions. 

intelligence assuagement Branch - This branch works closely 
vith the HU*E Staff in the development a. id taainte<>a„ee of the Target - 
Oriented Display (TOD) system, now called Community Intelligence 
Resources laformtion Systems (CURIS). TOD is desired to record 
and analyse the total resources of the U.3. intelligence community. 
The branch is also Involved In the development of a closely related 
system for the maintenance of an Overseas Intelligence Facilities 
Inventory for MPB. The branch is assisting SWAC in reviewing aid 
improving machine files as to conteiit and use on the FK3AC/AID Pro- 
ject. Assistance is also provided to various Agency components In 
reviewing contractor work statements and contractor performance in 
connection with contracts involving computer use* 

■ Frograsaalng Services Branch - This branch assists the Office 
of Communications in developing arid maintaining AIT systems that pro- 
vide data required for secure agent transmissions | provides services 
to OSI in connection with data manipulations or siinulatlous relating 
to biological and chemical warfarej and perform* services for other 
Agency components in connection with the development of on-line AW 
applications for Intelligence production analysts . 

Data Applications Branch - This branch Is i..vclved in the 
maintenance and utilization of & large-scale, general-purpose file 


- 46 - 

SECRET 



Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 



aiCSE! 




muagejser.t system, CAPRI (Centralised Automatic Processing and 
Retrieval of Intelligence ) and In a project, for CR3/ISDI called 
QjUIsSERAK. CAPRI, which I\ad its origin In the CHIVE effort, was 
developed by DCS on the precise that many of the requires* fits mn~ 
ployed iu organising, processing, and displaying intelligence infor- 
mation are sufficiently alike, mven though the* substantive content 
of the files differ, to pensit efficient multiple use of the saae 
AES? pro gi-aia to serve the cosaaou needs of a wide variety of users* 
Several years of developmental work have gone into the CAPRI effort, 
a;id the system is now ready for use* However , it has act been widely 
accepted, and its actual use at this time is United to only a few 
applications . 

7 • OCS officials described CAPRI as a deep-index file manage- 
sent system of coasiderable power arid utility, and sees to feel that 
it can be profitably applied to serve many of BEX'S basic lnfoimtiox 
storage and retrieval requirements . some officials iu EDI, however, 
were quite skeptical concerning the value aad utility of CAPRI and 
felt that its use was very limited for satisfying the practical re- 
quirements for informtiou h&ndllqg in the DIE. Additional exper- 
ience in application will be necessary to tell whether CAPRI is worth 
the time and money that has been put into its development. 

S. Armugamnie have recently been made to support CR3/PDX i-. 
the development of ^QieRtAiC, a complex on-line ASP systess used for 
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analysis of data required by OSR concerning foreign military forceB 
and installation*. The initial design of this system was handled 


by an outside contractor^ 
plans are to phase out thel 


under an OJ®) contract. Present 
Jeontract and utilise OCS, CRS, and 


OSR capabilities to provide the Systems analysis and programming 


support required. 

9. Co moantB ^ - At the beginning of our inspection when ve first 
surveyed ISD and talked to all its employees, the division had been 
recently reorganized, apparently to improve supervision and manage- 


ment and to adopt a posture which would be more responsive to cue 
tomer requirements. The new chief of the division was trying to 
institute improvements in supervisory practices, devise better 


techniques for conducting systems studies, and establish and enforce 
more explicit standards for programming conventions and documentation. 

10. In the past, some AHP programs were never completely 
documented by ISD and therefore required the intervention of a 


programmer between the customer and the Operations Division 
each time the customer asked for machine services. At the 
time of our survey, priority attention was being given by the 
new management to completing the documentation on these programs 
and to the preparation of run manuals which would then be turned 
over to the Operations Division, thus enabling the Operations Div- 
ision to respond directly to customer requests for routine computer 
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mrtte** without the inter/e :tiou of & pwgeaataej ?. This would 
enable X$D to get oa with new work, 

Lt . la our initial talks with the employees in XSB, we found 
timi wtaraapltipatot was the primary problem U the division. Al- 
though '/aost employee© felt tlsat OCS was co jeemed about «';d 
had a generous preaotiov. policy, ISO morale was low, and many of 
‘the people expressed frustration, because their talents aad energies 
vere ” i0t properly utilised. There were various views expressed 

as to the causes and effects- of the u.’ideire^pXoyac.it problem. A few 
employees appeared to have adopted, a slow work puce that stretched 
out the work available and eeesaed to have adapted ijuite comfortably 
to that pace, &nterer t most of the employees were clearly a; happy 
a ^ ou& til4t situation and blamed "xatoagaasat” i» mm way or another 
for not keeping them busy a 4 fully occupied. Th is criticism took 
several fora®. The sharpest criticise was leveled at the previous 
division and branch chiefs for bad auhageiseut and supervisory 
practices. Ea^slcyeec complained about Unclear delegation of author- 
ity and respor .s ibliity , lack of loug-raage pl&uuiijg, ai purposeful 
direction and gui dan.ee, i .adequate standards and procedures, poor 
documentation practice®, inept organisation a .d scheduling of work 
assignments, and failure to gait or maintain customer cocfide ;ec iu 
1^3’s capability sad willingness to help them in solving their A W 
problems. Some of the employee* leveled criticism at the office of 
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%ii& Director* CCS, for failure to clarify the roles and .relation* ' 
srii|» of OCS vi tli CHS/Iffil concerning the utilisation of the CAPRI 
systea tu developing storage and retrieval ayetas* for the Intel-* 
licence Directorate, and for failure to clarify the ground rules 
for participation by XBP in Hie development of the QUZXSttAlC system. 
Several employees cospla«. t ed that 0C3 inter? wl ' eowalefttiout were 
veak aad thst th *l' 32 eral'ly heard about OCS plans and activities 
via the grapevine rather than being apprised through official 
channels. 


12. 3oae of the people in ISO also criticised other Agency 
components for placing too such dependence upon outside contractors 
for the development of computer system* md software packages la- 
stead of using 0C3. They also criticized users for failing to des- 
cribe their ABP requirejaeuts or problem with sufficient clarity 
to enable OCS analysts and programmer* to do. their Jobs without 
extensi ve backtracking a d delays . 


13. The lack of clarity iu respect to tine roles- mad respon- 
sibilities of 0C$ and dS/DBi appeart-i to be the source of xaarny of 
XSD’a prablee«. CS3/DD1 has its awn computer center* which is abed 
primarily to operate a large AOP program (AEGIS) for the storage aid 
retrieval of intelligence info rmiioa. At the tirse of our Initial 
survey* CSts controlled the computer e^uiprneat supporting Project 
■-1C ftftMAK, operated a Rapid -Search machine, and provided some other 
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limited A0P services to EDI customers. PreeuEiabiy 0C3* role Is to 
prwide "oil other" coagsuter services requested by the Intelligence 
Directorate. We fouod that there was considerable uncertainty 
respecting the type of ABP systems and ssftvare the Intelligence 
Directorate really needs* confusion as to the respective respon- 
sibilities of -CRS and 0U3 in. satisfying tnooe .needs* and disagree - 
wests about the methods which should be ea^Jloyed by OCS in providing 
AQ? support to the Intelligence Directors be. Definitive analysis 
and clarification of the roles are needed to improve the relation- 
ships between these offices sad to permit wore effective utilisation 

of personnel in support of the Intelligence Directorate's ADEP req uir e- 
tee its. 

lA. Most of the es^ioyees felt that the nee division chief was 
aware of the problems about which they eaoplaised and that he and 
the branch chiefs were trying to initiate changes end develop verb, 
projects designed to bring about Improvement# in the situation. We 
later talked to tbs division chief as well as the Acting Director, 

QC3* to be sure they were apprised of the underemployment situation 
and related problems la I 3 D. She Acting Director* 0C8, assured us 
he had beets mods aware of the problems by the Chief, I3D, and that 
be had initiated, or was la the process of initiating, actions 
intended to correct the situation. At this point we arrayed to 
conduct a later review of the I3B to determine the effects of the 
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corrective actios# being takes. 

15* later la our survey ve again reviewed the situation in 
1 3D and found that; 

a. A reduction from 


employees in the 


division's on-board personnel strength hod beer* made, 

b. Arraageoeut# had beer; made vita CRS/DDI to use 


five of the | |l3D employees in providing support for 

the development of the QUIK.TRAK system. Tbel 
contract is being phased out. 

c. An I3B employee had been detailed to OEB/DDi 
to assist that office iu upgrading its ADP applications 
so as to provide better mxppor t for OKS analysts. 

d. The CAPRI system was beginning to be used in 
connection with eight ABP customer applications . (Projects 

for OEH? DRUGS for Office of 


Judical Services; immO for ISC; DI3P3 for Special Projects 
Staff; mmi&S for Office of SUNT; and SATSSC for the 
national -Security Council.) OCS officials appeared 
confident that further practical uses would be found 
for this system. 

e. Several additional work program, including a 
s^Jor D» retrieval project, had been assigned to 1SD 
by the Office of the Director, OCS, 
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£• Supervisory practices iu the division had 

tightened and Improved, and all employees 
appeared to he fully occupied. 

FiaaUy, ee found that the Act teg Director, OCS, was en- 
gaged in diaeoesione with the Inforaatior. Process!.* Coordinator/ DPI 
to clarify rwepoiisibilities and obtain agrees*, -it m to how OCo will 
support, the Intelligence Directorate** ADP needs. 

Becaapendatlon do. k 

That the Deputy Director for Science and Technology 

is reached with 

the Deputy Director for intelligence to clarify the 
roles and responsibilities of OC3 svid OIS. 
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1. The Operation* Division, with [ | staff employees, the 

eoqpater center. They are assisted by I 

The: division employees are taostly computer and card punch operator*. 

2. Service* provided by this division are; scheduling and 
coordinating production requests; job control and card punching; 
preparing input data for processing, using keypunch aachlr.ee, card ' 
sorters, collators, interpreters, and printers; operatic and 
scheduling the rnny coasters and peripheral equipment; aalateio- 

^ a **** * od **»« nbrar yj reviewing a, id maintaining step-by-step 
product!^ procedures; and iapleaentlng and aodifyin* the system 
software which activate* and controls the hardware. 

3. The division chief and Ms deputy supervise the activities 
of the Technical Staff, the Production Control Branch, and me 
Computer Processing branch. Bivision supervision and control Is 
exercised through regular daily contacts between the chief and his 
subordinates but also by mmm of weekly staff meetings, one with 
all branch and staff chiefs preaeat and another meeting with the 
chief* individually. The brandies, in turn, hold weekly meetings 
to pass the word. Personal direction is supplemented by directives 
outlined in Chapters 50-55 of the OCo Operating Procedures, a* well 
«* by Division Procedural Notices for the customers* guidance. 
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k* Tech -ilcal Staff - Hit® asaff lias mat -iky 

systems programmers. It is responsible for Ia@le«eating &id 
ssadlfying the software which activates and controls the cosputer 
hardware to ensure the productivity of the hardware and improve 
o-ts capabilities. The staff xaeafee ra do not create applications 
system© or program. They do, however, assist customers ir. straight- 
e out faults ia application system which aasce these eystesss 
incospatible with the computer and/or its software. Occasionally 
they tailor their software to met specific seeds of the user and 
the computer system configuration. 

?. Because of the staff *a software responsibilities, the chief 
keeps abreast of the latest developaenta in software system and, 
nt&f aeabers, deals with the manufacturers and their 


representatives os software said hardware problem. The chief le 


raeasber of the OCS Technical Review Committee. Be also attends 
jaeetings held by OCS with user technicians. We have noted, however, 
that very little crews ♦fertilisation takes place between the eompufcer 
technicians of the various directorates. For example, if a cJUsw- 


destine Service (CS) technician has a software-hardware probiea, 

'm tarns it up with the | | representative with the G8, who ia turn 

takes the problem to the senior representative in the Agency . 
Stellar ly, an OCS mn may turn to one of the OCS -assigned | | rep- 

resentatives, who again torus to the senior representative . 



25 

25 
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The representative, in effect, triads up as s coordinator for 
an Agency problem, which we believe is improper. 

8»CQB«aexi4atlOa • :o . > 

That the Intelligence Processing Board establish 
a system that will Improve technical coordination 
among the directorates’ computer tech; ii era a and with 
contractor representatives . 

6. The chief of the Technical Staff considers his employees to 
he. well qualified for their Jobs. Se believes morale is good, and 
ve fou 4 it to be so. The high morale seems to he based on the 
availability of promotion headroom and the variety of challenging 
problems that keep interest high* 

T* The Production Control Branch - This branch has two sections, 


It is a mixture of professionals (oostly program- 

sse i‘s ) and key -pun eh operators. 

8. The prograasaers of the are res- 

ponsible for the Job control ar-d daeume itatiorj of on-going programs. 
They adjust jsauy of the progress to meet the current needs of cus- 
tomers. This function ms once performed by the applications divisions, 
and la many ccapwter organisations , probably would be a staff function 
and not one assigned to the- Operations Division, however, the function 
vas removed from the applications divisions and assigned to the old 
operational-type EAK unit, which processed data mostly of a financial 
feature, and was placed in the Operation Division. Between 6o and 
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70 protests are assigned to the- section* 

9* Although the has standard 25 

criteria repairing docusae .tatioa of the progras® it isanageo# the 
stsadarda are not uniformly enforced - fills la understandable to a 
degree considering the varied nature of the oany programs. Never- 
theless# sound AflP practices wou.14 require stricter cosipliance. 

10. The handies 100 or .aore Jobs, 

Most of three have bee 51 going on for aoae time, such as payroll# 
personnel locator# and si’ailsr progress®, %e section makers prepare 
the input data fear cossputer process! ag by using key punch asaehines, 
card sorters# collators# interpreters# a>d printers . 

11. The Computer Processing Branch - ‘EUs branch rune the 0CS 

cazgjuiers . Its are divided aaong three 8 -hour shifts# 

which operate the rssnputer center 24 hours a day# 'J day* a week, the 
branch chief has overall responsibility for branch activities# but 
each shift has s supervisor who works a particular shift tiss or. a 
pergsunent basis. In addition, each shift has a senior operator/ 

©u^ervieor who rotates with his shift but Is subordinate to the 
permrient shift supervisor . Tape librarians arid clerics are also 
jsersfcers of each shift. Tr*e clerics receive Jobs and deal with the 
customers, 

12. We believe the routine by which Jobs are accepted needs 
description and cosasent. The clerks receive the Job request forsss 
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(form vt&eh identify the Job to he do e, the customer, and 

other details, They then put together the project prograa. tela 
involves getting all necessary tapes from the tape library and 
s&seafollag other easgecewte of ‘the Job to he done. The Mem&led 
Job la then either delivered to toe coaguter rocsa or placed in & 
rack for pickup by the operators when they are free. When the Jot 
has' been run, it is picked up lay the customer, tfbo ti mm over a 
file copy of Fora 2737 as a receipt for the vork done and for what- 
ever material is returned to bias. All branch lae&fcers fill out a 
daily record of work done, and the Machines, in tarn, have counting 
devices that record the work done ♦ The branch seabera do wot 
question iuayoae'a right to nubroit a job request. They aaousae that 
the request has proper authorisation. They strive to please the 










fear private or other unauthorised pirrposes, it would require <m 
extresseiy detailed check of the employees * work records and computer ~ 
use records to discover thesu Bormi and quite close checks have 
revealed /.one. tee branch, chief is aware titat this could be a 
problem and gives it continuing attention* 

13* CowBaents * Wc believe that the Operation* Hi vision is well 
run. morale appears high, and there -are small personnel losses to 
Industry, tee division offers its employees opportunities to improve 
their qualifications and ssewe up to better jobs both within the 
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division mud other areas of 0C3. 

Ik. We found space probletas within the division . for example 





the technical o taf f occupies one roots with a large amount of customer 
traffic ia and out. The roots is therefore noisy, congested, and 
posa'iy suited for concentration and uninterrupted work. la 


addition. 


the 


bf the Production Control 


Braiieh occupies a dreary, noisy, though secure area. We will dis- 
cuss the 0C3 apace problem further in a separate section. 


45* Current Operat ions Piviaioq Kqutpme^t - The computers 


currently being used by the Operations Division are; 


3 IBM 360/65 
2 IBM 360/20 

I UK 360/6? 


1 tiCA 70/35 

1 EGA 70/45 
1 CDC 11092 (915) 


1 AfiBI 1 OOjM 

16. The IBH 360/6‘f tiae-sharing computer has 50 rmao te 
ccssputcr terminals now operational, with 20 pe jdivsg. 

futtae Bguipaant .;>eed< * In considering whether or .jat 
the Operations Division. iow Ms the right computers to do its job. 


or in attesting to forecast what they should lave in the future, 
we are faced with problems which are beyond our technical compete \ce 
to solve, further, ve haw not found an. i- dividual who has expressed 


great confidence iu his ability to snake these deterrei nations . We 


have the iapreasion that the Agency acquired its earlier computers 



Kfi 
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timgfe * nUBtovr of isolated decisions arrived at fay mam of 
ea«gHJter~<K>epauy salesmanship, mtbmimm in an sheading technical 
cnvlroooer.t , the personal persuasion of a few of our own computer 
e.-i4 nuctoaer specialists, and aa honest wad growing Agency seed to 
«*#jUqr ASP. However, tile acquisition of its latest coaputer# vs* 
the result of a acre coordinated and <s>apr efasn slve appraisal of 
nee^$ # and these colters are petting tie on-going Jobe done. 

®»wr« mis been progress . Several***, mm with our technical 
limitations, we feel that m one really knows if what ve bare is 

vfaat w ****** lf 1 * at ** *»ve is cost -effective relative to other 
way* of doing the Job, or what our future computer adx or ami-mix 
should be. Me recognise the steps taken by the Executive Director- 
Controller to strengthen Age ucy -vide ASP coordination as most heip- 
fuij but ve feel that mefa sore should be done within OCS, the user 
organisations, and the IP Board in planning future qcs compute r 
requirements * The ASPIlv effort my »>n clearly define the users* 


ii uc 




attention than they now do to what their future needs will be, as 

well as to bow their present computers could be employed m»t effect- 
ively. 

13. Baring the emus® of this survey, ve lave been apprised of 
the rapid advances that are taking place In computer technology, while 
the capabilities (and problem) of third generation coaputers are only 
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now being realised, the computer R&D people are planning the fourth 
generation. Ae they become a reality, the physical size of computers 
should be reduced, speed of operations should increase, storage 
Should be increased, and, hopefully, costs in terms of relative 
efficiency may come down. Computer developments have moved rapidly 
from tubes to transistors to integrated circuits. On the one hand, 
we are impressed with the potential of time-sharing with it# util- 
ization of a high-powered central computer, and, on the other hand, 
there is the possibility that the 1970a may see the development of 
small, relatively cheap computers that could be dedicated to the 
exclusive use of an individual or office and still be cost-effective. 
We have the impression that time-sharing with an IBM 360/67 makes a 
great deal of sense considering its tremendous capabilities. Never- 
theless, the problems involved in integrating many diverse intelligence 
programs suggest that there may he other more cost-effective ways to 
handle this diversity in the future. Computer literature is of 
little help. Some experts support time-sharing, using larger and 
larger capacity and higher and higher speed central processors. 

Others believe the "fourth generation" computers can make dedicated 
systems for small groups or organizations practical. While we have 
no firm view one way or another, ve do have some suggestions. 

19. The need for compartmentation in computer usage is accepted 
today, and we believe that compartmentation will continue to be a 


I 


i 
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■basic requires* ;t and so an ASP security probies; for the Agency. 

al ® u b*iier« that the uuaber of unique computer program that 
uilx evolve in the -future will increase* We cannot judge whether 
or not integrated system can handle mm y and diverse programs 
#ecure.t.y in the future. In addition, ire cannot deterfai.se whether 
or not fourth generation computers viU he cost-effective if employed 
m *ed lc *ke£ system. mi are rmma ably certain that such determin- 
ations will, he difficult t© sake regardless of who tries. Their 
difficulties are «*»plined by one expert's remark that even with 
the resarkahle ccs^titer advances in recent years, about haft of the 
third-generation 1 M 3fc0*e now installed in the U.3. are still 
aerating in the emlatioa" node—; i.e., are using programs designed 
for second-generation coasters rather than the aore efficient pro- 
grams developed feu* the 360**. 

80, With these problem in adud we suggest that OC-S and the 
•%mey Intelligence *roces»i*ig Board consider the following: 
a* Has OCo reached a point in computer and - 
software purchases and usage at which it should pause 
and spend considerable effort in analyzing the potential 
of what it has and hoar it i* using it; In other words, 
should 0C8 cut back on 'Use acceptance of new ccoputer 
requirements and go all out to clean up existing 
systems and program* or discard it already hast 

- <* 
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fe* 'To what degree is the Agency willing to 
lawsr its ccaapartJawtt«tioii security standards to 
accoomdate the use of Agency and Cwasaiaity ASP 
tias-shsaiiig oyster i- 
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IX. OKKERAL jKsCU$0ia§t 
A. tel m and tespo-jaibUiUes 

3 “ j^SBSBSS^ " ^ 11966# Agency lufoormtion processing «ctiv~ 
itl«a involving tl» ow of ADP ted expanded to toe point that it wag 
access ary to adjust resjwneibilities in this area. The expansion, 

plue 202 *•* t0 *** 1966 publication of a Headquarter* 

concerning Agency AUF policy. The Notice provided that ASP 
policy direction and staff resporisibility should rest with the 
Executive Director-Controller assisted by the Iafonaation Processing 
Staff la 0/FTB. It directed that the Computer Support Center, DD/8&T, 
provide computer services support to all Agency components and 
satisfy both their zwqpirasamtg far programing assistance and for 
operation of computer equipment . The responsibility for problem 
analysis was left in the various directorates or components . aow- 
«ver# 11 they lacked analytic capability, the Coa©uter Support Center 
would famish such support. 3PIC and RID were authorised to continue 
t?« independent operation of their computer installations . Finally, 
tte notice directed each Deputy Director to appoint an Information 
Processing Coordinator (IFC) to establish priorities, develop pro- 
au ^ aadertake problem analysis to meet the inforaatiou pro- 
cessing requirements of his directorate. 

2. One effect of the Notice was the establishment of QCS as a 
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c- qwm»i concern service unit for AD* ostlers. The directorates retailed 
respoaslbi ii ty for detfitmiiiiig the basic requirroeats for sub* 
stsative iaforaatt on, decisions as to the feasibility of utilising 
m ** ****** to satisfy inforaatioo req^ireejeats, the analysis and 
d^ign of ASP aystesos, progran&ng, control owr inputs, utilisation 
of outputs, arwi the continuous review avid evaluation of results in 
relation to costs incurred and benefits obtained, 

3. Another effect of the iiotiee vas the appoiatoeat of the IPCs 
for each directorate. The coordinators set frequently but informally 
and forwsd a loose-knit central coordination) body usually with 
participation of the IF Staff wnfeers of O/FF®. the IF St in fact 
represented their own directorates * interes ts rather than providing 
m Agency-level staffing facility for the objective analysis of AX3* 
F rob1 ® 3 ** parochial attitudes were natural and not contrary 

to day regulatory provisions. 

k. is Agency ASF activities developed further, proposals have 
been aade at various tiaes to place all such activities in one central 
organisation. As recently m September 1969 , the PCI stated that 
at least for the tiae being no reorganise! local step to provide for 
centralisation would be taken. He did request, however, that the 
Executive Director -Comptroller take steps to strengthen the coor- 
dination and management of Agency AX* activities. 

The 13 Oc tober 196$ Mm*rtuidm - As a first step, the Exec- 
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ait** dr«ctor^ojq)troIl»r issued a on 13 October 1969, 

i*hich met forth certain criteria «iiicb should be followed in mkli g 
decisions to use Alt’. it placed responsibility for staking these 
decision on component- and directorate-level mnagemnt and set 
forth Whmrka for such decision., it also stated the respon- 
sibilities of the IfCs within their directorate, and appointed them 


ey aa appointee of the Bsscutlve Blrector-Qa^roller . the Be 
vm seade responsible for; 

a. desisting In the foraulsttcn ef policy and 
Pleoaing guiSaace caaeersiug dd*s inforaation processing 
activities, bote internally and as they relate to other 
agencies and to the intelligence eo*s»unity. 


significant resource ie^iieatioas at the tlas the first 
benchmark ia readied to determine whet her and to what 
degree it nay duplicate car relate to other existing or 
AOP activities ia other directorates; to deter - 
aim the need for compatibility with other activities in 
the Agency; and to suggest mans by which ceop&tiblJLity 
be achieved where there is a need, 
e. Assisting as appropriate in detersdaing what 

facilities or system are to be used to solve particular 
problem. 
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Advising tim Executive JHreetar-eor^ cm 

AH' *st-isrs generally &ud offering specific reco&^endntiooe 

** eppropriote. 

6* The Boeni was authorised to draw on the 33* Staff of O/WB 
end owvoottite as necessary to accomplish He mission. The Executive 
Director -Cojaptroller also called upo. the im to establish a Technical 
Facilities Comities to vor& with the Board ou requirements for support 
servicec and facilities. This has been done. 

7 * He believe that the 13 October 1969 assoran^ is a, important 
et^ forward toward meting the Agency's obligation to establish 
effective savageaent of its AH activities, jjuch sore reaaios to be 
doue. The IP Board has been delegated no real authority. Its ambers, 
except for the Chalrsen, are still under the control of their ows 
4irectorstc * ** *«** tuU-tiae Jobe. The Chains U also Deputy 

Director, 0/m. 

3 . As it fiow stands, therefore, the IP Board which has been 
assigned a scat i*g>ortant mission is, in fact, only a coanlttee aade 
*** 1 t<SiviA *«i* cannot act independently ia the Interest of the 

A8 * r ' C3r ** * H * ***• o*»«rved that some organisations, includ- 

ing the amtary services, assign the coordination and control respon- 
sibilities for ASP system development to a strong professional AH* 
staff that reports directly to top management. Whether such a staff 
should be large or mall depends upon the degree of watrallsatioa 
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or dispersion of responsibilities . It is sseential, however, 
that it have the requisite skills sum! sufficient strength and 
independence to provide a professional review of major system design 
proposals within the franevork of a camion discipline, and to perform, 
the planning end control functions necessary to ensure the compatibility 
of systems fro® the standpoint of top seu-isgeaent objectives . It is 
our ^dlief* that if the IP Board is to cany out its mission the 
Board must also have some measure of independence and authority. 

Or*© way to accomplish this would be to arrange it* aeabershlp so 
tl»t the masters are devoting full tins to the work of the Board 
««d are responsible only to it* chairaan who ia tura would be respon- 
£ elble only to the Rxeeutive IMLrector-^Soaptroiler . Us realise, how- 

ever, that the talent and technical ca^ietetice of the Boa rd* a members 
are scarce comsoditles aod if the mma*sr& were to be taken out of 
their directorates , tlas latter would suffer* Because of that, and. 
because of the current style of Agency AISP organisation, we believe 
tlmt the independence needed could be aeccesplished by askin g its 
ch&lrmn directly responsible to the Executive Director and by 
assigning to biw a strong staff, The members of the Board wo uld 
continue to operate in a coordinating and advisory role, m believe 
that a board structured in this fashion and given authority in the 
fields mentioned below could well serve the top of the 

Agency. The IP Board would, of course, still be free to call upon 
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and other iadividuela maA ea^po^ts tit® Agent; y as 
ue pessary. 

9« Althoogh jaacy people vithin the Agency tod outside disagree 
oa rsirsy aspects concern log the maegeneot of computer and A3D3P systems. 
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Saarst should be delegated authority to establish ASP standards to 
assiatt the directorates ia aseting the responsibilities outlined ia 
13 October 1969 Executive Birector-Coaptroller mmxm&m* 
gecoamendatlon M. 6 

That the Swcatire Direc tor ^twptroller consider 
assigning the Cbai»ea of the IP Board strong staff 
assistance, a.*d delegating to hi* the authority to 
devise and issue Agency AflP standards and procedures. 

10. Poliotfi.ig are sosae further consents concerning the six 
nanageaeot processes asntioned above: 

11 * SggfeBBBaai - la Past, OCS, like its cousins in 
private industry, used & strong sales approach to promote its ser- 
vices and dru* up business. The custonsrs, in turn, did not always 
deteraiae their real iafOrswtioa needs as explicitly and precisely 
as they Bight have. Often the custoaers* requi resents were expressed 
in vague tens or in the fora of overly sophisticated aspirations, 
and OCS accepted ASP requests that were considerably less than perfect, 
In addition, there was too little office concern with proper asaage-* 
asnt approval of requireasots in the user covenant. 

32. We found that conditions are lapraving both in OC8 and in 
the custoaer components. OCS, although still very eustaujer-oriented, 
no longer seeks out business aggressively. The customers are also 
bacosdns store knowledgeable of the liMtatloa* as veil aa the caps- 
bill ties of AUP and consequently are more selective in their require - 
w<ats . However, there is still room tor Improveaent is represents 
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criteria. One of the problem feeing the Agency at this time la that 
«f apprising and controlling the requirements for A8P tJjne-cbaring 
* n4 iat * r * ctiv « asrvieo*. Undoubtedly am Agency elements Have a 
legitisaate need for a reliable interactive tiims -sharing service, he 
are concerned* however, over the groviag number of respects for the 
installation of resote-teroiaal equipment, the growth of information 
files which will be required to support such services, and the ready 
acceptance of such requests . Fifty remote terminal* have already been 
installed. OCS has twenty requests for additional installations, and 
several hundred requests are anticipated over the next fee years. 

The uncontrolled proliferation of reaote terminals ha* far-reaching 
£ laplicatioas. It represents an open-end deoand on Agency resources 

in terms of the costs of hardware and software required to support 
tbs systea as well as the manpower required to establish appropriate 
file structures and to stake other changes in ADP systems design acid 
program so that they my operate effectively in the Interactive time- 
sharing mode. There is a ~«ed for closer review of the Justification 
for mote terminals. 

13 * Stai^y - This type 0 f study includes estimating 

and projecting costs for the devwl^nt of the system as well as the 
cost of care and feeding the system once it Is in operation, benefits 
which are expected from the system should be identified in such terms 
m storage and retrieval eerviceg, reports, indexes, runs, and display 


♦ - 71 - 

SECHil 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


3SC8KT 


wrwMUtti, Within the Agency, coepreheusir# feasibility studies 
wt * lww k “ n prior to 4 m lading and programing 

ABP system. «« observed that In nro nw tte target dote, sod 
cort Mtlmta projected for tte deelgo and programing of ABF 
•yatate ™ undarststed, and that ABF system an aaldoo l^damnted 
within tte cost calling or tias-spao originally planned. 

It. S ai g a - Tte design of an ABF aystes la coupler, tlw-con- 
audng, and espensiw. Ete daaign effort Involw, arpllclt identifi- 
cation of each lt« of iuformtlon and tte detailed charting or each 
step and proceea. It includes establishing input aid control points, 
derlal'ig procaduraa, fowlting reporta and display,, and a variety of 
0 otter detailed work. It require, the continuous interaction and 

«I»«lae of a co^uter-orlonted aystsn analyst and tte functional 
specialist. ABF system tew at time been designed by ruuctlonsl 
apecialieta without ede^at* or tltely partidpatieu by ABF special- 
letss or by at speolAli.ts without adequate participation by functlo 
al specialists. We fouod that, la otter cases, both the functional 
omcte end Offi failed to assign the specialist, on a timely basis 

and failed to rwpHra periodic status report, or, the progrem of the 
work. 

i5 * SS S SPautffi - Although prograaaiag Is to intricate technical 
paroceee the d*tail* of which are perhaps best left to the computer 

prQ ® n ®" mr# » ** *** ;U * V ' B th ^ t its supervision is to iagxjrttot OC3 
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’*‘"**“ t It u ttemfor, i J „aru Kt ^ ^ 

ttot « Progrweer adhere to tbt .U,,^ mmU|a 

I« a erite4 far hi. craft, document every of the process so thet 
it cun to understood by other iwgmaera, end toftuip tro* »Uag 
ctongw, ttot vould affect the eyste* dtoigu vithout full con- 
-ilteuou tod approval of the eyst» design ** uew. It 1. *!« 
necessary ttot tte interaction bettoea tto functional and AW 
eptotollst. to dtotlutod until tto .*.*» is progr***!, ttotod, tod 

1. Otototiog effectively. to otoerved ttot in see. tottos. this 
sot been done. 


*’ a &te* °P««tia g - to found ttot tto operation of colters 
hod processing equip*,,,! use better oanaged then toy of tto other 
»Jor proces.ee Mentioned to this joist. b» Operations Wvielo.1 
toe established mrkabl* stendard iterating sad coatrol procedure., 
ti« standards, sctodullug, file retention, tod toueuteepiag routines. 

X7 ' — *** ^"ttoatloa of U f Basalts - Continuous critiosl 
etoEitotioa of tto output frou AW system to aoeertuin tto value and 
usefulreaa of tto product is essential to identify benefits tod to 
cancel, upd«e, or improve tto procedure,, program, or other AH' 
PTOCtoses. to found ttot tony user, sere critical of earn aepect of 
their ASP product. Saw tore torkiag aggressively ulthin their ova 
Offitos and vith OCS to effect needed iaproveoenta. Others tore 
identified their problem to OCS f ormlly or Infernally, but OCS has 
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■oot always bee , able to act- promptly in effecting redact progm^i:, i: y 
tsaantm or system iapeommata, because of other eo.iflicti.;^ require- 
for their services . A mre positive method of fomO. iden- 
tification of deficiencies la ©a-going AMP system and ease priority 
ayateia for assigning OCJ system analysts &>d forograssaing talent to 
effect iesproveiaeats sees® to be needed. Also, a tandards and procedure# 
are needed for regular evaluation of ASP results to deterjsine their 
real usefulness so that aanageaent car, decide whether or not to 
continue such AMP program . 
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B. Priorities 

1* Increasing and conflicting desiauds are feeiag placed vg».« 

90S for systems design i and programming assistance to update old 
syaietas and programs, to design nee systems, sad to provide more 
interactive time -sharing services, systems software, and hardware 
support,. Under the pramlllag practices, the customer who vauts 
to use ABP sfisst get approval to go ahead x*rata Ms a m directorate. 
Beyond the directorate level as firs asauagemat mechanism appears 
to exist for determining the relative urgency or Benefit to the 
Agency of employing one system as opposed to another, of designating 
priorities for the development of those system considered of great- 
est value to the ipnqr, or tor striking a reasonable Balance between 
updating old progress and devlalag aid testing ne* programs . . OCS 
operates on m ad hoc priorities basis with respect to systems 
design and programming assistance. The Office switches personnel 
from on® system to another, depending in la r®e part os the degree 
of pressure which can fee asserted by the customer. Considering the 
constraints and conflicting pressures under which they work, they 
do ne good a i-> this respect as could fee expected. Clearly, 
however, acme definitive system of priorities should fee established. 
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Tfcat the If Board 
priority problem. 


itself to Agency ADP 
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c. cams experiment 

1. 13* Office of Computer Services participates in aus inter* 
experiment that affects eose aspects of ita cannon concern 
eervicea for the Agency. Tee experiment is the Community Ou~Ua* 
Intelligence i3yste® effort (coLis) established by a directive of 
President Johnson to the DCI. The CU (QCS), jRU, ISA, ,1HC, State, 
and the national Indications Center (MIC) are participating u the 
experiment* The Birector, SB A, is the JKxecutive Agent for QQStiS. 
Our treatment of COWS in this report is limited to a description 
of attitudes towards the experiment that w© found prevalent among 
4) ooe^iter people and a discussion of some of its security impli- 

cation. We regard this latter subject as one of utmost importance. 

2 * *** OB*** originated with, the President's Foreign 
Intelligence Advisory Board (FFIAB), The Board believes that money 
and f ^‘ npcww Caii ^ »«v»d if the oecbera of the Intelligence e am- 
mmiiajt share each other's files. Ifcay envision Intereoaaseted 
<xsEput«rs st the different agencies forming a ssetworic of computer- 
based file*. Any member of the system, then, could query my other 
a®^ber s files and get a quick answer. .As new planned, computer- 
bmed files at CIA (OCS), J83A, Ew, and HPIC vill he interconnected, 
and State and the H1C will have remote terminals oa2y. $PIC is uov 
eat on-line, 
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3* la our discussions with OCS officials vho have au intercut 
i^i 2GX&3, we found dissatisfaction, with the ejs^erifficat « The die* 
satisfaction stems from several problem areas,, *&ieh l«»clude the 
emmter* used ia the system} the moaner in eh let they are being 
employed} and security. There are other probleu areas, which do not 
fall within the purview of OCS, such as parochial attitude® and the 
nature of the files ia the system which we believe need neatiooiug* 
k * The Sogsater® ployed to pouts - OCS believes that DIA 
Jsa ^® & ^ mstc ***® r 'When designing the communications system. Working 
with | | the BIA c mm up with a system design which requires that 

each participating agency ’‘dedicate” a coaputer to C01H3 while on- 
line in the system. This means that CIA's computer employed ia the 
system is withdrawn from Agency use during those hours when it is 
us ® d * a V0XH3. SSXAf HSA, a: »d, in the near future, sFIG mi a t also 
dedicate a computer each to the system . An OCS proposal that one 
centrally-located time-sharing computer such so the IBM 360/67 co ul d 
do the 4cb far better sod far cheaper has not been atqiported by aryene 
other than OCS. 

?. OCS uses the CIA IBM 3^0/67 tl»e-8hari:ig computer lit COIii'3 , 
This is the computer with about 50 rcaote terminals (and a capacity 
far 30} scattered throughout G3R, 018, OSX, JR33AG, etc., that 1®. fast 
becoming a valued file-retrieval and analytical tool for a growing 
number of Agency intelligence asialysta. The computer is dedicated 
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to COINS from 0700 to 0900 and from 1200 to 1300 hours each day 
plua 20 to Bo minute* more spent in making software changes required 
before and after COINS use . OCS reports that CIA time-sharing users 
are beginning to complain about not being able to use the cosputer 
for internal purposes during these hours. Consideration is being 
given to dedicating our 3&>/67 to COINS for eight hours a day. If 
this should be done the number of eongplalnts is bound to grow. 

6. Another COINS problem that has developed because of the 
choice of a multi -computer system over a central time-sharing system 
is the excessive time it takes to query files such as those in DIA. 
Without time-sharing, HLA's answers to queries are often delayed up 

£ t0 four hours. This compares to the fraction-of-a-second to a few 

seconds' reply time of our 360/67 while operating in COINS. 

7. The multi -computer nature of the COINS system has also led 

to software problems . Each agency placed a computer of its own choice 
in the system: CIA, the IBM 360/67; DIA, a 360/30 and 360/50; NSA a 
UNIVAC 494; and NPIC, a UNIVAC 494. OCS officials say that it is 
possible by developing proper software to get them all to work together. 
The problem is compounded, however, by the use of a different program 
language in each agency. An additional complication is introduced by 
the absence of any community-wide standard filing system and related 
coding. All the computers could be prograraoed for one language; or 
all computers could have software Included which would translate the 
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3 ECHET 

languages that might be used to query its files; or all 
agencies could adopt the same filing and file coding systems. There 
seems to be little evidence, however, that the COINS manager will 
get all these problems solved to the satisfaction of all participants . 
The OCS proposal for one computer, one language, and one system for 
filing seems to have considerable merit to us. 

8. Officials in OCS believe that CIA could use a computer 
other than our 360/67 to COINS. An IBM 360/50, for example, might 
be dedicated to COINS full-time at a cost of from #0,000-$5Q,000 a 
month. This would, of course, free our 360/67 for full-time internal 
Agency time-sharing use. OCS believes, however, that CIA COINS 
customers should take a hard look at their use of COINS before a 
decision is made to switch to a 360/50. During the three -hour 
periods our 360/67 is on-line to COINS it is used an estimated 10 
percent of the time, according to OCS. Not only is this a great 
waste of the 360/67 potential, but OCS officials believe that the 
10 percent use is experimental and does not represent NSA/DIA analysts’ 



DIA files by CIA analysts, on the other hand, is probably even less 
than U3A/DIA use of our files, according to OCS. 


9 * ghg-Farochial Attitude as a COINS Problem Area - We believe 
that CIA analysts have little interest in the flSA/DIA COINS files, 
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8SA/BIA muOytt* 2m little interest in the file* the Agency 
has in COINS . This my not be too surprising, considering our 
finding expressed earlier that CIA analysts show store faith in those 
%ency computer-based file* to which they hove an input than those 
to Which they had to input. COINS my have serious trouble* ahead if 
its expansion and development are based on the pfresd.se that the 
analysts of one agency are interested in the files of another agency 
while they. In fact, will not use tbea. Perhaps the wrong files are 
now in COINS, which would explain the apparent lack of analyst in- 
terest. it is possible, however, that the ingrained parochial 
attitudes of analysts fro® all the participating agencies could 
li*lt the success of any commit/ information system. While we have 
no recommendation in this area, we urge that tlie findings of the 

A3PXS effort on CIA customer AH? needs be considered before additional 
Agency co2saitraenta are made to OOIMS. 

10. She parochial attitudes of the analysts may be more than 
mtched by those of their bosses when considering this os a COINS 
problem area, There almost certainly exists to some undeterminable 
degree a reluctance to share files by participating agencies. In 
the real competitive mid security-conscious world of U.S. intelligence, 
there are many compelling reasons for holding one's information 

closely. Shis situation might lead to some fairly sterile COINS 
files. 
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% overcome the*. However* we da think it important that professional 

security officers of the Agency participate sore in the consider- 
ations of AH» security matters. Huy of the ccoputer people are 
fairly new to the Agency And are extremely wen qualified tech- 
nci&is in their fields, but they have not been brought up in the 
Agency, they do not have the built-in security consciousness as do 
experienced hands in counterintelligence or in the Office of Security. 
A recent, effective step taken to provide OS security participation 
ww the creation on 1 Beeember 1969 of the Information Processing 
Technical facilities Coasnittee . a representative of the Office of 
Security was included in the nakeup of that committee. We believe 
that an additional helpful step in bringing to bear professional 

^ - 33 - 

SECRET 


Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 



Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 


5SC8ST 


** CUrity ^alterations at an early date would be accoa^llabed If 
t * e offlc * a * cturlt 3 r alee haw a representative attend 
Bsaeti,.^* of the IP Board aud the Technical Review Cocasittee of OCS. 
gecoraaendatlon ao. 3 

a. that the IP Board invite a security advisor 
to be present at all Board meetings. 

a1 . .51*,,®*** 2°? hav * a ««curity advisor present at 
all meetings of it* Technical Review Corsaittee. 

3» the security constraints associated with the use of AH* 
may well he the key factor In determining how fast a.*d how far the 
Agea.cy cu.i go in utilising computerised iohouae and eo awu n. 1 ty~ vi #f 
interactive and/or tine-sharing information systems. ttore in-depth 
ajlAlySlft 18 a * eKled to cWly identify the degree of vulnerability 
®id risk involved, and to devise and test the controls required in 
establishing acceptable security standards. The skills required for 
BUCh Studie * Rnd «*l*rl©aeats are in short supply, and unless this 
taak is accorded a high priority, the benefits contemplated from time- 
»iwri £J g interactive services will most likely have to be deferred 
pending the solution of security probleat. 3ojae tough decisis lie 
ahead for top-level management in connection with balancing the 
traditional requirement* for security eatapartmentation of Information 
agaJjuit the advantages which aright accrue from AjDP interactive tin*, 
sharing services if these requirement* were relaxed. Agency manage, 
mivt will need all the expert advice and assistance it can get on 
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this problem. 

la spite of the foregoisig recognised need for expert 
security advice, rather than increasing the 03 capability in the 
AW field m ire believe is aecesasay, a recent decision was made 
to reduce the number of security people working on AD3P aattere. ire 
fear that this may be false economy. The i^eucy will most certainly 
need an increased number of highly qualified individual* in the field 
of ABP security, 

5» OCS participates in the Coawunity On-Line Intelligence System 
experiraent (COINS), first proposed by the President's Foreign Intel- 
ligence Advisory Board (FFIAB). This system has many of the same 
security problexas as those outlined above* 

6* Officials ia OCS believe that COIifcS would best meet FFIA8 
“ ope ® if Xt w * r * * timesharing, mlti -classification level system. 
Such a system would allow a user to query only those files for which 
he was cleared or had a need-to-kaov. It would eliminate the need 
for all users to have all clearances for all files in the system. 

The adoption of ouch a system would also fit with the OCS proposal 
for one central COINS computer rather than the many now alloyed . 

7* The Security people, however, have problems with such a 
system. Two OCS officials told us that our Office of Security believes 
that there is no way to mate a COINS time-sharing system secure but 
that 03 lias not put their reasons in writing. OCS also expressed 
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C««wm about th« limited anount of effort OS ms giving the time- 
sharing security problem. The QC3 officials are convinced that a 
tiae-ermrlng milti-cleer&ice level COINS can he made secure and 
aeeaed disturbed about what they viewed m m Intransigent position 
<ri the part of OS. The OS officer responsible for Agency ADP security 
was then interviewed to detemLne if a true impasse existed. 

3. The 03 ASP officer, who 1# also Chairman of the ASP Security 
Subcommittee of the 03XB Security Cosaaittee, confirmed the 0C3 view 
that Security believes time-sharing with the IBM 360/67 with multi - 
clearance level files has security problems. At the present time 
there are about 50 remote terminals tied to our Agency time-sharing 
360/67 • A great many people have access to the 50 terminals. More 
people have access to the computer arid the files in 0CS. If a 360/67 
such as ours vers then the one central coajputer for COINS, possibly 
thousands sore would have access to the files. More thousand s of 
people would be added if KLA ties the Unified ad Specified Coaaands 
to COINS as they have proposed. Unlike the "old days” wherein Security 
concentrated on people and the files they kept in a few safe drawers, 

03 believes it ia now faced with a problem over which it could lose 
all security control. 

9. OS believes that the advent of the first ABP-based files 
Multiplied the potential for spillage, tampering, and penetration of 
1 telligsnoe information. In their view, tine-sharing has made the 
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prafclaM many, many times worse. 03 then raises tbs question of the 
degree of security ve cart nos accept with tiroe-sharitig end how this 
degree of security is to be established. 

10. OS believes certain step® most be taken to establish the 
degree of security that is acceptable with the 360/67. These are as 
follows: 

a. Determine the security features la the ADP system. 

b. Dstenaiae the security flaws in the system. 

e. Test the system with a controlled experiraent. 

Each step has sub-steps. For example. In item b., Security would want 
to study the hardware far flaws . The executive software that controls 
the hardware would also have to be studied for flaws. They would also 
have to look at the Individual Job programs, the access control, the 
ease of penetration, etc. 

11. 03 feels that these three steps would then give them a "ball 
park understanding of the system's security* OS does not now have 
the capability to do even this basic job. With this in mind, it is 
understandable why they have not done more with 0C8 to work out the 
security problems of a CQIK3 multi -clearance, multi -access time- 
sharing system. 

12. 06 believes that the basic manpower requirement to do the 
”ball park" studs' outlined above would take a six-men group. The 
gHiup would include two computer hardware design specialists, two 
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COffiPUt * r ******* ** ogwwwra, and two security people, at least 
one of 1*00 would have AW experience. 

13 . fm complex AW security profclea is hitting OS at a time 

’**“ they *" belj « “*«• to cut back in manpover. Thera la thao 
the question of where OS allocate It. effort, from the OCS'a vies, 
acre should he directed toward the time-sharing AW security problem. 
In our Judgment, the Agency has made a large commitoeut to tins* 
•haring AW as sell as to the COM 3 experiment. We doubt that our 
ccranitmenta In these two areas *111 diminish or even hold steady. 

An expanded effort appears inavitable. The 10 Audit Staff la no* 
acquiring an A® audit capability In recognition of the continuing 
and atPandlng andit requirements In this area. We believe the 

Office of Security muet elao give AW an Increasing amount of 
attention » 


Becomendation So* Q 

°? 05 revlew their && security manpower 

requirements and develop measures to insure the secure , 
compartmented use of the 0Cs time -sharing 360/67 system 

applications interual needs and for potential COIUS 


lk ‘ Agency Planning - One major unsolved problem in the OCS 
fleXd ° f activlti ® 8 vMch « security connotation is the lack of 
backup equipment in the event of disaster. There currently exists 
no formal contingency plan of any kind to provide for continuation 
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of eaasutlal OCS eo*g»uter activities. OCS realises the Agsaey 
computer tadap val^ersMiity and ha* sought guidance froia the 

o ; the astter virile saluting out several alternative courses 
oi action . llse problaaa involves not only ssa^or disasters but also 
JBlner ones, such as loss of poser. Other Agency computer activities 
are equally vulnerable. 


aecosaaciidatioa Sp. 10 


®tat the IP Board prepare & contingency plan for 

cosputer backup for all essential Agency JUfflP activities. 


& 
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£. Customer Attitudes and Problems 

1* Interviews vith customers of the OCS ADF services indicate 
the OCS is customer-oriented and responsive to customer requirements 
within the limits of their capabilities, and in raising some of the 
problems that disturb OCS customers we do not wish to suggest that 
their work goes unappreciated . 

2* Some customers were mystified or perplexed by the highly 
stratified conceptual framework and organization of A0P system design 
and programming, and sometimes are frustrated by the unfamiliar 
jargon of computer specialists, There is much talk on the part of 
both customers and OCS people about the "communication gap." Moat 
customers commented favorably on the cooperativeness and technical 
expertise of OCS members. They felt, however, that it is very 
important that systems analysts and programmers be assigned ex- 
clusively, or on a priority basis, to specific customer ABP work 
so that they could become acquainted with the substantive work 
objectives and problems. Most expressed the opinion that without 
such substantive knowledge a systems analyst or programmer could 
not design and maintain an A0P system responsive to their require- 
ments. Several customers cited OCS ays ten® analyst and programmer 
rotation/turnover as detrimental to the smooth handling of their 
ASP requirements . OCS officials agreed in principle that systems 
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analysts and programmers work most effectively when tl hey are acquainted 
TritJi the substantive work and problems of the customer. As a matter 
of practice they assign analysts sad programmers on this basis vhen- 
ever possible. In our opinion# a more definitive analysis of cus- 
tomer requirements and a better priorities .system would contribute 
to the irqjroveaents deal red by the custotaer. 

3* Custotaer attitudes toward ASP are influenced, perhaps unduly, 
by past experience with MS’ systems and computers. Consequently, 
customers are skeptical about cast sad time estimates because they 
<k> not believe they will be met, sod almost all indicated that 
original projections lave been grossly aodereatisiaied. Sometimes 


there is a tendency for functional managers to stand aloof from the 


process rather than associating themselves closely with it. We 
believe that such attitudes could contribute to the delay in 
iiSPleaentation, or the misuse of AhP programs. 

k. Most customers were aware that delays in bringing ADP system 
into operation and poor quality outputs were costly to thee, but few 
sees'ed aware of the overall actual costs to the Agency in relation to 
the total benefits derived. Some indicated that ABP applications 
enabled them to process more data wore effectively than before, and 
Indicated that some tasks handled by AEP would clearly not be possible 
without the use of eoaputere. Very few were willing to state that 
ADP had decreased the cost of their operations . In our opinion some 
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reliable system of determining t he coot of ASP programs is essential 
for the proper management of such activities. We hove recommended 
iri another pert of this report, that such a system be established. 

5* Customers vho received outputs from X DP systems where the 
inputs v ere rands by other organisational components tended to be 
critical or suspicious of the output product, (to the other haiid, 
customers vho sere responsible for inputs a® sell ss being the user 
of the outputs tended to be satisfied with the substantive product, 
except in eases where defects in the product were attributable to 
inept programming or debugging processes. Ibis attitude is probably 
attributable to the feet that it is generally difficult and time 
# consuming for one cosqponent to identify the source of, and make the 

necessary correction of, procedural errors made by another comment. 

6. Several customers, as well as 0C3 members, voiced concern 
shout the lack of reliability of the interactive time-sharing system, 
resulting from software problems and hardware "down" time. Some users 
think a reliable” time-sharing system would be of great value to the®, 
but are disappointed in the present unreliability of the system. 0C3 
is devoting considerable time and attention to isprovement of the 
time-sharing system and some progress has recently been made. They 
believe that the technical difficulties being experienced can be 


•orreeted and the system made reliable. 

?• Some customers thought that better pi»«n<« g and closer 
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w»*±ng relationships between OCS arid ORD were desirable. They 
believe this would lead to better mechanisms for estimating costs 
and evaluating results of ABP research sad development than those 
which now exist. OCS and ORD officials also thought this was 
desirable. This is a complex technical area In which we do not 
feel content to make specific recommendations, but we believe 
that closer attention to this problem on the part of OCS and ORD 
is indicated. 

8. There were a variety of reactions from customers on the 
allocation of system analysts* and programmers* time, primarily a 
priority problem. Some were highly complimentary of analysts and 
£ programmers assigned to work with than on a full-time or high 

priority basis on their ADP systems and applications. Others were 
unhappy because of the low priority given their programs and the 
lack of sufficient analyst and programmer support provided by OCS. 
Some customers pointed out the lack of ay clear-cut priority system 
for allocation of analyst and programmer time in relation to the 
substantive importance of the application. Some expressed the 
opinion that the present system needed to be tightened and formal- 
ized. They cited problems of the squeaky wheel getting all the 
grease, and of programmers preferring to work on exotic rather than 
prosaic applications . Several pointed out that time spent in com- 
pleting the design and programming of a "bread and butter 1 * system. 
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or in debugging and refining aa existing operating ASP application 
my pay better dividends tb&n tins spent on cone a ere exotic uev 
application . We believe that the establishment of a priorities 

*y* tem ** sod have so re o o — en ded in another part of *■>»•«« 

report. 

9» Several customers complained of the long delays ia the 
installation of conduits for time -sharing outlets sad peripheral 
equlps&ent; sometimes as long as eight months . 

10, A number of customers felt that officials of AOP-user 
cofi^oaeuts needed more training and that mere attention s hould be 
given to designing training courses that dealt with the mana gemen t 
aspects of AH 3 , the techniques and discipline* of system analysis, 
tod how to use AW more affectively as s part of the total manage - 
sent process* Some expressed concern that AHP training courses 
placed undue amphaels on solving information han dling and pro- 
cedural problem through the exclusive use of counters, as opposed 
to the utilization of computers as only one facet of information 
processing, a recommendation on this subject Is made ia another 
part of this report. 

11- Moat customers thought their AW systems or programs needed 
to be ^ygroded or improved in some say. Sows wished to enlarge the 
substantive content or improve the quality of the information contained 
fm their system. Others sere concerned with rep ro gram! ag to get 
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VNjport* which are tacier to read and dm, A number pointed out tha t 
« amount of Jwmual processing and checking Is usually required 
"before coagmter outputs can be used because tbs information Is not 


forssated, ararayed, or displayed in the manner desired by the ul- 
timate user, in our opinion th es e needed isproremawto can be effected 
ty tightening and refilling the management processes associated with 
requirements, system design and programming. Shis is discussed in 
greater detail in another part of this report. 

12. In the main customers tended to be as critical of the AJ3P- 
related processes for which they themselves were responsible as they 
vere of the services performed by QC3. Many were aware that the 
# quality and reliability of their ADP product was not aa good as it 

•bould be because insufficient attention had been given to defining 
substantive iafonaation requirements in the first instance, or that 
the proper degree and level of functional man ageamnt interest and 

SUpp0rt not provided to ensure good system design 

and reliable input procedures. Many of the oust oners believe that 
mm solicit management standards and procedures pertaining to A3? 
are needed at the Agency level, and we share that belief. 

13* Customers in the Support Directorate who use MSD/OCS 
services reported that they received reasonably good service with 
respect to delivery of computer runs and reports s chedule d by WSD 
***** current on-going prograas. Instances were cited of occasional 


I 


S 
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late report* or errors in report* attributable to smchine malfunctions, 
-^itinlliu problems, or the temporary absence of some key person in 
MSD* However, these lapses did not appear to occur regularly and 
vere not regarded as serious prdblew by most customers. Severe! 
customers were very complimentary about MBD’s responsiveness iu 
emergency situations. They cited instances wherein MBD people had 
"worked around Idle clock” to ensure that payrolls and critical 
reports were processed within the established deadlines. Some 


customers expressed concern, however, about the practical effects 
of deferred iaprovements in on-going programs because of constraints 
placed on adopting any new ADP application# which sight compete with 


the SIPS effort. 
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F« Coat System 

1. The recent establishment of the IP Board by the Executive 
Director-^kwqptroller me for the purpose of exercising effective 
maiiageaent control over cowputer usage. In order to effect such 
control properly, one of the factors which should be considered is 
the coat of a proposal or alternate proposals. Similarly, coete of 
on-going projects should be available to manageme&t to consider i> t 
determining whether or not to continue program. 

2. At pw»eat, 0C8 has no established method of measuring costs 
of users’ proposed requirement* or of on-going projects. We realise 
that a costing system on all of the activities which go into the 
analysis, design, programming and operation of an AEP system cannot 
be a precise one, but it does appear essential that a reasonably 
reliable cost system be established. 

3* There are several methods or approaches which might be 
used in esta b l i s hin g such a aye tea. OCS bee taken a first step 
Vila Project PRISM which describes each ABP project and records 
the units of man-hours and machine-time used to service each one. 
IRISM could be mqpsnded to include average coet factors for man- 
hours and machine time and percentage factors for overhead coat. 
Beccmweadatlaa Bo. 11 

That OCS with the assistance of O/FKB establish a 
by0(5 ^ C °* tin€ ** aervice ® provided Agency components 
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0 . Train i:ig 

003 is fter satisfying ADF requirement* that 

are A MdM centrally or * service* of eowaon concern. One of 
its service* of ooanon concern is to develop and conduct ADP train - 
iri€ pr ° araa ® 110 aeet Agency-aide requirements | |. Th(# 

Office, through its A3* Training Staff, provides such training, 

lta 0,111 ^ auuoer intern prognu**, arranges 

for son* of the vendor training (IBM, GE, etc.), and together with 
the Office of Training, provides guidance and counsel for thos e 
<W*fcing courses at other government agencies, and universities and 

# C ° Ua ® e *- ° ther •*■■■*• of the Agency provide certain specialised 

training for their personnel in coordination with OCS. 

2. OCS offers the following training courses* 

This is a three-day ful l - time 
introduction to the world of computer science. During 
the last year It was attended by 32 6 students. 

Ssflf AflKHg. ®!is is a developmental A2* program*!- 
training course to prepare eaployees for full-tiae pro- 
g3raaaaing positions . It ruas full-timo for 15 week* 
was attended fcy kS student* last year. 

Modified A3»FP. ®Hs course runs five weeks full- 
tiae and is for the pro geammr analysts who are not 
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sufficiently familiar with IBM qyetems 36*3. Fourteen 
Itwlm te participated last year. 

Course . This is a ons-week part-time 
introductory course on computer terminals acid their 


applications . It is conducted hy Ceser&l Electric. 

It wee attended by 100 students during the past year. 

Opamting Syatca/360 . This le a course on handling 
this system and the data management connected with it. 
It is given hy IBM and runs half-time for two weeks. 


Three hundred and sixty students participated last 


year. 


.Programming Language /l. This is for training 
experienced programoara in the complete set of PL/l 
facilities. This is done either in one full we e k or 
in two weeks part-time. It had an attendance of 31 
individuals during the past year. 

fh/1 Ffrogragatig Technlguss . This course runs one 
full week. Its purpose is to teach applications pro- 
gramoers intermediate programming techniques in oon- 
siectioji with the PL language. 

AI£ Macro Writing . This is a full-time one-weak 
course for those requiring basic knowledge of ALC. 
Students are trained to write assembly language macros 


- 99 - 

SECRET 

Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 





Approved For Release 2003/05/27 : CIA-RDP84-00780R003400080015-3 

0 E C J1 I * 

fear applications programs. Eight students attended 

last pear. 

H1J6Q. This course mas five daps half -time 
and provides an introduction to AFL/360 and to the APL 
progr naming laiiguags. The ittechanlcs of usin g the system 
and writing effective program over a wide range of 
applications is covered. Twenty students participated 
during the last year. 

Moser R rograaadng. A total of 18 employees took 
this three -day course last year. It provides an 
introductory knowledge of linear programming. 

Operators Course . This course started recently and 
will run for 15 consecutive Saturday mornings. It 
^wscoOTSJdates 30 students at a time and provides a 
basic knowledge of the ISM 36O Computer System. 

Mathemat ics for Systems Aiialysts . This is a series 
at four sessions presented by General Electric to provide 
system analysts with a better understanding of problem 
involving mathematical theories. Eleven students attended 
last year. 

Systems A nalysis . This two-week full-time course for 
esperlesiced project leaders ( p ro gra m and systems analysts) 
covsrs the application of advanced or third generation 
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Iwlalfw to ABP system design. The course had, 24 

students last year. 

3* The QCS instructional program® were evaluated and reported 
upon by the Office of Training in October 19 69* The report concluded 
that the instructional programs amt stated objectives, that the sub- 
stance and training methods nt required standards , and that the 
training was effective and worthwhile. Tram our asm discussions 
with the user offices and with 0C3 personnel, we concluded that the 
training programs offered by 0C8 have been extreaely helpful. The 
ADP orientation course hern given a large ouaber of Agency personnel 
at all levels a basic exposure to the computer world. The basic 
ADEPT course has been moot useful in providing computer programing 
training both to new personnel and to personnel working in other 
Agency coscponente. It has been estimated that the course is the 
equivalent of froa one to two years of on-the-job experience. It 
has helped solve the problem of hiring experienced personnel and 
has brought a higher degree of standardisation in programing tech- 
niques. 

4. The ADP training of high-level Agency managers was not 
discussed In the Office of Training report. Many customers of 0C3 
aad most officers within OC3 feel strongly that there should be more 
training for these managers in ADP appreciation and uses. In view 
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of the Agency’s large money and manpower commitments to ADP, it is 
not necessary for us to emphasise the need for this training. We 
realize there are many practical reasons which prevent high-level 
management from devoting the time required to become familiar enough 
in the ADP field to deal with it personally. We also realize that 
in recent months top management in the Agency has become more deeply 
Involved in the coordination of ASP matters and has taken steps to 
establish new procedures and criteria applicable to future develop- 
ments as well as on-going projects and programs. We feel that these 
steps have been slow in coming but that these are excellent ones 
and that they should improve management in many respects. We believe, 
however, that high-level Agency managers could benefit by an increased 
appreciation of ADP potentials and limitations. 

5 • One of the basic problem recognized by the computer people 
and the users is the difficulty of talking to one another in under- 
standable terms. The users complain that the computer people do not 
understand the users* substantive work and problems related to it. As 
a consequence, it is extremeOy difficult for the computer people to 
arrive at a reasonable understanding of the users’ real requirements 
and to design an ADP service that satisfies them. On the other hand, 
computer people complain that the users know too little about computer 
capabilities and what is involved In establishing systems and programs . 
Serious study, therefore, should be made to determine the type of 
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**"*»*, to eatabliah th. requimd courses. 
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AEP dectaioois, and (b) overcoat the coiajnunieation* 

obstacle* between computer specialists and Abusers. 
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2. Space 

1. We believe 0C3 has a space problem. it occupies 

feet > aii * ttt **13 square feet la u m headquarters building. 
Available ea^icyee office space equates to Q square feet per person. 
Thg ^^**ters average is □ square feet per person. The State 
Department, in caparison, averages 178; the Pentagon 115. The 
overall Agency average is \^\ square feet. In our Judgment, the 

I 1 l * quaro foot- fi S ur « i* poor, even after considering the overall 

Agency space problem. 

2. Our concern is heightened when ve consider both the nature 
of the OCS work and the type of people ve must recruit and hold if 
ve are to do this highly technical work. Sufficient privacy is 
required to permit a high order of concentration, especially in the 
applications divisions end the Technical Staff of the Operations 
Division. Properly partitioned space seems basic to fulfilling this 
requirement. The interdependence of ABP work also makes a contiguous 
working area desirable though not mandatory. OCS is now occupying 
various areas of the ground floor, the first floor, end the second 
floor. We believe the Training Staff also needs additional area. 

***•[ of the Operations Division and some 

section# of Management Support Division need a neater, more pleasant 
working environment. 
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3- Hie technical people that carry out our AEP effort* are 
highly trained and skilled specialist*. Ctoapetitioa for their 
services 1* intense . However, OCS ha* been able to hire these 
people, but holding then has been more difficult. We believe that 
OC3 vould hold more tbSL'i they do if the Office writing eaviroxuaent 
could be expanded and improved. 

4. She OCS a a a a geasn t 1* fully aware of the space problem and 
has struggled toward a solution, The Office managers are concerned 
about rearranging, cleaning, and brightening up their wo rk areas, 
and taking steps to cut down on the noise level. In our .judgment, 
however, more remit* to be done. 


Becoanendation Bo. 13 


Shat DEO arrange for a thorough study of OCS 
space needs and, upon completion, take whatever 
action possible to satisfy the needs. 
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